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14 October 1977 


MEMORANDUM FOR: Director of Central Intelligence 
VIA : Acting Deputy Director of Central Intelligence 
FROM : Management Advisory Group 


SUBJECT : Report of the Management Advisory Group for the 
Period 1. July 1976 - 30 September 1977 


1. (U) The activities of the Management Advisory Group (MAG) during 
the reporting period are summarized in this report. 


2. (U) Each issue on which MAG took some formal action during the 
fifteen month period is listed -- in a chronological rather than a topical 
ordering. Appropriate documents have been assembled in the annexes to the 
report. 


3. (C) In addition to monthly business meetings of the MAG member- 
ship and 'as-needed' MAG project-team meetings, MAG also arranged and held 
meetings with representatives of Agency management including Mr. George Bush 


3 


Admiral Stansfield Turner, Mr. E. H. Knoche, Mr. John Blake (in his role as 


DDA), Dr. Sayre Stevens, Mr. William Wells, Mr. Anthony Lapham, Mr. Fred 
Janney, and Mr. Robert Gambino. A special meeting was also held with Mr. 
Herbert Hetu, Public Affairs Officer. 


4. (U) In addition to initiating recommendations to Agency manage- 
ment,. members of MAG recognize their role as responsive to the direction 
and requirements of the DCI. The relatively few initiatives and studies 
undertaken by MAG during this reporting period could be a reflection cf the 
transitional state of the Agency in this period of uncertainty. It is anti- 


-Cipated that the forthcoming year will reflect the continued use of the MAG 


as a consultative body responsive to the Director. 


5. (C) Comments, questions or recommendations regarding this report 
should be addressed to MAG in care of the DCI's Executive Secretary, Room 
7E13, Headquarters Building. 


The Management Advisory Group 


Attachments: 
Summary of MAG Activities 
Supporting Decuments (Annexes A - H) 


TINCT! 
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~ SUMMARY OF MAG ACTIVITIES 


1 July 1976 - 30 September 1977 


A. REORGANIZATION OF RESEARCH, DEVELOPMENT AND ENGINEERING ACTIVITIES (RD&E). 


During April 1976 the Director met with MAG and expressed a desire 
for comments from MAG regarding the respective benefits of centralized 
versus decentralized RD§E activities in the Agency. MAG undertook a 
review of the situation,concluding that positive. benefits would accrue 
through centralizing exploratory research and decentralizing close-on 
development and engineering support activities. (See Annex A.) 


B. TRANSFER OF ANALYSIS OFFICES TO THE: INTELLIGENCE DIRECTORATE. 


During April 1976 the Director solicited the opinion of MAG as to 
whether or not all intelligence analysis offices should reside within the 
samme Directorate. MAG undertook a study, meeting with the Director, Office 
of Scientific Intelligence (OSI) and the Director, Office of Weapons Intel- 
ligence (OWI), as well as with the outgoing Deputy Director for Intelli- 
gence (DDI). On the basis of these meetings, MAG forwarded-a recommendation 

- to the DDCI that OSI and OWI be transferred to the Intelligence Directorate. 
(See Annex B.) 
ae. 


/ \ 
C. STATEMENT OF AGENCY; GO. 5. 


Agency goals with a request for comments from MAG on the eight (8) goals 

presented. The MAG response reflected essential endorsement of the goals 
and included identification of areas of concern which MAG felt were sub- 

sumed under the various goals defined. (See Annex C.) 


D. OPERATIONS DIRECTORATE ANNUAL REVIEW OF EMPLOYEE PERSPECTIVES. 


During November 1976 MAG was asked by the Agency Suggestion and 
Achievement Awards Committee to comment on a specific Employee Suggestion 
viz., a suggestion recommending that an annual survey of employee perspec- 
tives on their work environment be instituted within the Operations Direc- 
torate. In-house expertise on survey technology was consulted by MAG, It 
was felt that while employee surveys can be of value, to require employees 
to respond to surveys on a routine basis eventuates in degradation of the 
survey product. (See Annex D.) 


ti 


LIFE INSURANCE PROGRAMS AVAILABLE TO AGENCY EMPLOYEES. 


On its own initiative, MAG explored life insurance programs available 
to Agency employees, calling attention to the higher cost of the Federal 
Employees Group Life Insurance program (FEGLI) in comparison with other 
available group life insurance programs (WAEPA and UBLIC). A survey of 
new EOD's was carried out to evaluate the comprehensiveness of their brief- 
ings on group life insurance programs available. Based on findings of the 
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survey, MAG recommended that more attention be given to presentation of | 
full cost and benefit comparisons across insurance programs in EOD brief- 
ings. MAG further recommended that effort be made to provide all on-board 
employees with full information regarding all three life insurance programs. 
(See Annex E.) | 


AGENCY PERSONNEL MANAGEMENT. | ; 
At the request of the DDCI, MAG undertook a review of. and commentary t 


upon a paper presented to the Executive Advisory Group by the Deputy 

Director for Administration entitled: 'Management and Employee Concerns 
Relating to Personnel Policies and Procedures.'' MAG's response, forwarded | 
to the DDCI during December 1976, included not only an expansion upon the 
themes of management and employee concerns but also presented a number of 
specific suggestions intended as effective responses to the concerns. | 
(See Annex F.) Continuing interest in this MAG effort was associated with 

an invited presentation during March 1977 by the Director, Office of Person 
nel, to MAG on the topic of Agency Personnel Management. MAG may-elect to 
follow. this topic in the months ahead. 


. CREATIVITY AND ETHICS. 


The DDCI, during the fall 1976 requested comment from MAG regarding 
its views on the likely impact of potentially increasing constraints 
imposed on Agency activities in terms of individual and group creativity 
and initiative... Under the auspices of the Center for the Study of Intel- 
ligence (Office of Training), two independent cmployee groups gathered 
during November 1976 and January 1977 to treat this topic in seminar 
fashion under the generic title of "Creativity and Ethics." Papers devel- 
oped by these two groups were reviewed by MAG. MAG consensus was that it 
could not add to the definitions of the basic issues presented in the 
papers nor, given these issues, could MAG propose more effective courses 
of action than. those generated in the two Seminars. While MAG issued no 
document regarding the Seminars, there was consensus that the Seminar 
productions underlined the fact that the critical barriers to creztivity 
and exercise of initiative in any breast 7a on are generated from within... 
not imposed from outside. 


. CONSOLIDATION OF AGENCY AUTOMATED DATA PROCESSING (ADP) ACTIVITIES. 


The views of. MAG on the merits of consolidating Agency ADP activities 
were solicited by the DDCI. MAG accepted this request, assigning several 
members to a task force for study of the action. During February 1977 
‘task force members reported to the MAG membership that an accurate as well 
as adequate response to this request lay outside the boundaries of the 
substantive expertise and manpower resources of MAG. This conclusion 
of the task force was endorsed by the membership and so reported to the 
DDCI. 
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AGENCY SELECTION’ AND RETENTION POLICIES. 


Concerns over court decisions regarding individual rights stimulated 
MAG to institute a review/study of Agency selection and retention policies 
especially in regard to homosexuality and cohabitation. A task force was 
selected to pursue this topic. The major input to MAG was provided via . 
an invited presentation on these topics by the Director, Office of Security, 
curing April 1977. MAG's recommendations for review of Agency policies in 
these areas were forwarded to the DDCI during April 1977. (See Annex G.) 


AGENCY HEADQUARTERS TOURS. 


Stimulated by mass media reporting on contemplated tours of the Head- 
quarters area, MAG extended an invitation to the Agency Public Affairs 
Officer (project officer for the tours) for a presentation to MAG regarding 

.details of the tour as well as the more expansive Project Outreach (of 
which the tour is but a part). In the free exchange between the speaker 
and MAG, MAG reflected-its concern-over the lack of provision for a system- 
atic evaluation méechanism.viz.,.a.technique for evaluating benefits of the 
tour projected against costs for operating same. Following this June 1977 
presentation, MAG has learned that steps have been taken to systematically 


collect reactions to the tour at least during tour presentations for Agency 
employees and their dependents. 


FEASIBILITY OF A TWO-GRADE PROMOTION POLICY. 


During September 1977 the ADDCI requested comment from MAG regarding 
its views on the feasibility of a two-grade promotion policy (affecting 
grades GS-7 through GS-11). A task force was appointed to explore the 
topic. The task force report endorsed the concept of two-grade promotion 


_with several provisos directed.at offsetting possible negative impacts upon 


employee earning power and present time-in-grade statistics. (See Annex H.) 
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MAG ANNUAL REPORT 


1 July 1976 - 30 September 1977 


ANNEX CONTENTS: 


A. 


Memorandum for DDCI entitled "Centralized Research, Development and 
Engineering in the CIA" from MAG dated 9 July 1976. 


Memorandum for MAG Members -- a working document entitled "Should 


Research and Engineering Activities be Centralized or Decentralized" 
dated 8 June 1976. 


Memorandum for DDCI entitled 'Movement of OWI and OSI into DDI" from 
(Chairman/MAG) dated 12 August 1976. 


Memorandum for DDCI entitled “agency. Goals" from MAG dated 17 September 
1976. 


Memorandum from DDCI reference MAG "Agency Goals" Memo dated 4 Oetoher 
1976. 


Memorandum for Executive Secretary, Suggestion and Achievement Awards 
Committee reference Employee Suggestion 76-295 dated 16 November 1976. 


Memorandum for DDCI entitled "Life Insurance'' fron[ STA 
- (Chairman/MAG) dated 7 December 1976. 


Memorandum for DDCI reference MAG "Life Insurance'' Memo from F. W. M. 
Janney, Director of Personnel, dated 7 January 1977. 


Memorandum for DDCI entitled "Personnel Management"! from MAG dated 
7 December 1976. 


Memorandum for EAG reference MAG ''Personnel Management" Memo from 
Mr. John F. Blake (Deputy Director for Administration) dated 4 baad 
1877 (with working document attached). 


Memorandum for DDCI entitled "MAG Review dé Agency Policy and Practices 
Concerning Hiring or Retention of Persons Involved with poneea lt). 
or Cohabitation” from MAG dated 26 April 1977. 


Memorandum for MAG entitled "Feasibility of Two-Grade Promotion Policy" 
from ADDCI dated 29 August 1977 reference Memorandum from Director of 
Personnel (same subject) dated 24 August 1977 (copy attached). 


Memorandum for ADDCI entitled "Comment on Study of Feasibility of Two- 
Grade Promotion Policy" i ea) (Chairman/MAG) dated 25X 
9 September 1977. 
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MEMORANDUM FOR: Deputy Director of Central Intelligence 


SUBJECT > Centralized Research, Development and 
Engineering in the CIA 


1. In April 1976 you asked the Management Advisory 
Group to consider the benefits and costs related to 
centralized research and development in the Agency. In order 
to address that question MAG feels that we must divide the 
problem and discuss the centralization of each type of 
“activity separately. 


ee 


2. MAG recommends that exploratory research in the 
Central Intelligence Agency be. a centralized activity in one 
office serving the entire Agency. We make this recommendation 
because we share a number of judgments: 


- that engineering offices would tend to reallocate 
resources from exploratory research to solution of 
current pressing problems; 


( 
\ 


- that research activities of potential long-range 
payoff would be hard pressed to compete for priority 
attention from management in engineering or production 
offices where meeting of deadlines is critical; 


- that decentralizing sesearch would, therefore, 
sacrifice future technical achievements to current 
achievements; , 


a 


- that decentralizing exploratory research would be 
wasteful, since some subjects, e.g., high density 
memories, are of universal interest; 


{ 
q 


- that disbursement of research personnel and 
activities would lead to neglect of some subjects that 
are high priority to the Agency but not to any one 
engineering office, e.g., major_interdisciplinary 
breakthroughs such as Project{ | probably would 
be precluded. 
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SUBJECT: Centralized Research, Development and Engineering» 
in the CIA 


3, MAG recommends that engineering efforts in the CIA 
remain concentrated in DDS§&T but that they be organized 
according to mission. Whereas technology research can 
easily cross organizational boundaries it is much less 
likely that engineering constraints applicable to one type 
of system can be imposed on all types of systems under 
development. We conclude that the development and engineering 
of devices for data collection or processing are best 
handled by an organizational structure which is mission 


oriented. 


4. The attached paper, a working document prepared by 
a MAG member, served as the basis for our discussions leading 
to the recommendations above. The paper is appended for 
your information and does not represent an agreed MAG position. 


THE MANAGEMENT ADVISORY GROUP 


Attachment 
as stated 
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8 June 1976 


MEMORANDUM FOR: MAG Members 
SUBJECT > Should Research and Engineering Activities 


be Centralized or Decentralized? 


1. This paper has been prepared at hie suggestion of © 
Mr. Knoche in April 1976. In the preparation of this paper 
interviews were held with eleven managers in the Agency 
representing Directorate, Office, and Division level manage- 
ment. Several of: the managers interviewed represented cus- 
tormers or users of the products which come out of technolo- 
gical programs. 

2. The distinctions among research, development and 
engineering are man-made and subjective. No- definite lines 
cam be drawn to separate unequivocally research activities 
from development activities and development activities from 
engineering activities. As testimony to the overlapping 
nature of these terms and disciplines, one need only con- 
Sider that the Agency has an Office of Research and Develop- 
ment and an Office of Development and Engineering. Clearly, 
these grey areas could be the subject of major debate. 


However, the purpose of this paper will be to focus on the 
> purp pap 
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desirability of centralized technological activities 


and, therefore, to assure the proper contrast research 

will be considered vis a vis engineering. 

3. Within the broad definition cf the term, research, 
people usually consider three types of research. The first 
is called basic research and tends to deal with the funda- 


mental principles of nature. The goal of basic research is 


to understand the forces and interactions of matter, energy, 


and the universe. Little, if any, basic research supported 
by CIA and, indeed, it is not clear that the Agency should 

be involved in any. A second class of soecaren activities 

is applied research, which is strongly mission-oriented and 
usually undertaken in support of a large system development 
‘program. There is much applied research done within the 
Central Intelligence Agency and, indeed, tiie applied research 
is fundamental. to the success of the large technical intelli- 
‘gence collection system projects and the efforts which aim 
toward developing and applying more efficient data handling 
and deta processing techniques te the intelligence function. 
Because applied research is intimately tied to specific 
program goals and objectives, it does not appear reasonable 
to consider centralization of such efforts. Therefore, 
applied research in the Agency will not be considered further 
in this paper. The third class of research is exploratory 


research, which deals with a known goal but an unknown 


INTERNAL USE ONLY 


2 
Approved For Release 2006/01/03 : CIA-RDP81M00980R001700090048-3 


.. ‘approach to the attainment of -that goal. 


Approved For Release 2006/0 4}64 41k 42D 1100980R001700090048-3 


There is some 
exploratory research carried out within the Agency and one 
specific objective of this papér will be to explore the 
advantages and disadvantages of a centralized exploratory 
research effort. 

4, The first obvious question when must be addressed 
concerns the need of the Agency for any en ues research. 
Since the major function of exploratory research is to in- 
vestigate new areas, undertake high risk efforts, and to try 
to study future needs or alternate solutions to present and 
future problems, it seems clear that this type of effort is 
fundamental to an objective of continued technical excel- 
lence. The removal, reduction, or lowering of the priority 
for exploratory research may indeed result in future techni- 
cal stagnation. This situation would be tantamount to a 
potential mortagaging of future excellence to achieve short- 
term problem solutions or budget savings. 

5. Most of the research and engineering efforts in the 
Agenty are contaited within the DD/S&T. This represents a 
high degree of centralization of these functions at the 
Directorate level. Additionally, most of the exploratory 
research efforts are contained in the Office of Research and 
Development in the DD/S&T. This represents a centralization 
of exploratory research at the office level. The majority 
of the engineering efforts in He Agency are handled be the 
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‘Office of Development and Engineering, the Office of Elint, 


and the Office of Technical Service all of which are in the 
DD/S&T. This organization represents a decentralized effort 
within the DD/S&T based on the mission or end use of the 
items being produced. This study will also address the 
advantages or disadvantages of a eenvwan wed engineering or 
production function for the Agency in paragraph ten. 

6. To look outside the Agency for a model which might 
serve to give guidance as to an optimum organizational 
structure for exploratory research is dangerous. Industrial 
concerns in the United States have objectives which usually 
are not in consonance with Agency objectives. Industrial 
concerns are “mainly oriented toward the production one dis- 
tribution of large numbers of produced units... Agency technic 
development efforts normaily deal with the production of a 
small number of highly customized items. Within the Govern- 
ment, programs in the Department of Defense probably most 
closely parallel the technical development objectives of the 
Agency. The DoD bas the Defense Advanced Research Projects 
Agency (DARPA), an agency created in the late 1950's to be 
résponsible for the expenditure of exploratory research 
funds in support of advanced meta cery hardware and systems. 
Although the fiscal resources of DARPA are much larger than 


those of the entire DD/S&T, it is an organization analogous 
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- 6 the Office of Research and Development. Additionally, in 
( the DoD, each of the Services setacne a small centralized 
exploratory research Puneeiews For example, the Air Force 
possesses an Office of Scientific Research, waren has the 
responsibility for conducting exploratory research to meet 
generic technical needs of the Air Force and to propose 
alternative approaches to current and anticipated Air Force 


needs. Within the Air Force structure, AF/OSR is analogous 


| 
i 
i 
i 
| | to the Agency's Office of Research and Development. 
7. The following list comprises some of the advantages 
| of a centralized exploratory research program: 
| a... A centralized exploratory research program 
would provide a unique point of accountability and 
| ( responsibility for exploratory recearch within the 
i Agency. Such a point of accountability and respon- 
sibility would permit relatively easy prioritization of 
exploratory research efforts. This focal point would 
also provide a single place for customer or user offices 
, to contact when they seek research resources to address 
needs. Such a single point of accountability would 


permit a more effective presentation of an exploratory 


the government, such as the Office of Management and 
Budget. Finally, a single point of responsibility 
should avoid duplication of efforts which almost 
certainly would have ‘to arise if many offices were 


involved in exploratory research programs. 
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b. A centralized exploratory research program 


Vol wa 


( allows technology to be investigated as technology. 


Specifically this may be extremely advantageous when 


one technology may serve many customers. Two current 


| 
2 
i 
examples of exploratory research underway in the Agency 1 
“yhiiek have potential impact on myriad customers are the. 
mass memory program and the micro- electronics/micropower t 
programs within the Office of Research and Development. 
Clearly all of the engineering offices in the DD/S&T | I 
will benefit from advances in these two programs. | 
each engineering office were to initiate small research 
groups within their structure it is concéivable that 

all of these small groups would embark on programs in 
these two areas. -The benefit of fragmenting these 
technology efforts is certainly not obvious. In contrast, 
the undertaking of exploratory research in technology 
areas within engineering offices may reduce the broad 
view of the technology itself.and may result in programs 
which truncate the investigations to meet very specialized 


needs of the office. The long term result of fragmented 


of all the potential embodied in a new technology. 

Cx A centralized exploratory research program 
provides a measure of protection for exploratory re- 
search pctivieies. This protection is always important 
within an organization during times of. budget stress. 


A sae ys 


CIA INTERNAL SSE! RLY 


technology research may be the failure to take advantage q 
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| ; 7 If contained in the engineering offices, the long-range 
| ( exploratory research programs might be subsumed in the 


day-to-day activities and the pressures for immediate 


performance on shorter term programs. It appears to be 


-beneficial to have a mechanism to protect the Agency . 
exploratory research program form the pressures of more 


immediate engineering demands. It: seems clear that 


exploratory research activities in a centralized program 


carried out as a part of a larger office which had many 
other important and time sensitive goals. 
d. A centralized exploratory research program 


would establish an environment fostering multidisci- 


a 


| . would have a higher priority than smaller efforts 


( plinary approaches and innovation relating to intelii- 
gence programs. The establishment of this environment 
is essential to the future technical excellence of the 
Agency. The existence of such a centralized program 

“ith the proper mandate fron management for long ia 

_ exploratory research will also more readily attract and 


retain the type of people trained and psychologically 


suited for long term exploratory research. .It is less 


groups hidden in the bowels of large engineering offices. 


ITTERNAL PSE ORLY 


| ‘likely that these people would be attracted to small 
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Part of the environmental problem is the fact.that the 


speed of accomplishment of research objectives is 
inherently slower than the spe ed of accomplishment of 
engineering objectives. When researchers and engineers 
.are maxea together, researchers tend to look like 
underachievers in their own eyes as well as the eyes of 
others. It should be obvious that the Agency should 
not accept a risk which may preclude the inability of 
the Agency to attract or retain ep eptotatorycnbecanen 
investigators. Such a position could jeopordize our 
ability to meet the future needs of the Intelligence 
Community. 

i A centralized exploratory research program 
provides a resource pool for the Agency. It would 
provide personnel with technical expertise and with 
experience in working on broad problems. This resource 
pool could be used as a prime source for rotational 
assignments to spread experience throughout the Agency. 
The converse of this eine is that u centralized 
exploratory research program provides a single place 
where people in engineering offices can be sent to 
reinforce their skills and to broaden their perspectives. 
Thus, from a personnel development aspect a centralized 
exploratory research program is beneficial. 

f.> A centralized exploratory research program 


also provides a place for the soft science research 
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| a programs in the Agency. The current activities in the 
: ' Agency aimed at the development of analytical methodo- 
| ( logies and at understandings of cultural factors cer- 
tainly could not be undertaken in an engineering office. 
The dispersal of these activities to other directorates 
‘(particularly the DDI) is certainly a possibility, 


however, the fiscal and manpower resources devoted to 


these efforts is not sufficiently large to warrant the 


i 
i 
i 
| creation of an entirely new office in any directorate. 
Therefore, the inability of these programs to achieve 
| the critical mass necessary to support an office structure 
would seem to argue that these are best contained in a 
i centralized exploratory research function. 
g 8. The following is a list of some of the disadvantages 
( to a centralized exploratory research function in the Agency. 
a. The dispersal of exploratory research respon- 
sibilities will result in the reduction of the span of 
management control for the Deputy Director of Science 
and Technolugy. . it will immediately remove one Office 
* Director from his control and thereby reduce the number 


of people with whom he must interact on a management 


basis. The importance of this argument is clearly de- 


Deputy Director for Science and Technology. 


b. <A decentralized exploratory research program 


could result in a more efficient use of resources since 


overhead might be lower. 


Cy A centralized exploratory research organization 


tends to reduce the proximity of exploratory research 


| . pendent on the style and inclinations of the incumbent 
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personnel to the ultimate users of the products of 


os, 


a 
their investigations. This lack of proximity may . 
result in less focused ana less cogent requirements 
being levied on the exploratory research personnel. In 
‘addition, there is always the risk that ReScaLGHets too 
far removed from the practical scene will focus on 
activity that has no real promise of achieving Tyee 
or meaningful benefits. This evant, however, is a 
two-edged sword; the proximity of user and researcher 
can result in a "too cozy" relationship that neh tend 
to make the incremental advances from the research very 
small. _On balance, however, it would seem that the 
proximity of users to researchers should be beneficial. 

d. A centralized exploratory research program 
immediately engenders problems in the transfer of tech- 


nology from the research site to the applications or 


the Agency, in other parts of the government, and in 
industry. The track record of the Agency in accomplishing 
technology transfer in the past has not been enviable. 
Perhaps, the abolishment of the centralized exploratory 
research program would enhance ‘our sbirity to transfer 
technology from the laboratory to hardware. 

9. The author concludes that a centralized exploratory | 


research program is a more advantageous organizational 


INTERNA USc RLY 


user site. This technology transfer problem exists in | 
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structure for the Agency. One of the most compelling arguments 


presented by several of the people interviewed was that the 
Agency must be able to adopt a posture of action in the 


future rather than reaction. The author contends that a 


centralized exploratory research program is essential to the 
Agency attaining that posture. 


10. As noted above in paragraph five, the majority of 


the engineering and production functions in the Agency are 


decentralized at the Office level within the DD/S&T. When 


considering the desirability of further centralization of 
these efforts or reverting to the old decentralized structure, 
arguments concerning the communication of user and engineer, 
economies of scale, and many other arguments parallel to the 
ones given in paragraphs seven and eight are put forth. . 
Engineering and production functions have a constraint upon 


them, however, which is not present to a great extent in the 
exploratory research function. This constraint is time 
pressure. Critical delivery schedules and mission deadlines 
aré not amenable to organizztional manipulation and therefore, 
the author contends that mission oriented and user oriented 


offices are the preferred structure for engineering and pro- 
duction activities in the Agency. 
ll. The question now arises as to.the benefits of 


spreading the mission-oriented engineering efforts throughout 


the Directorates of the Agency. Once again the same types 
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of pro and con arguments can be made: _ 
a. Benefits of distributing engineering efforts 
among the Directorates: . 
Ly Proximity of users and engineering 
resulting in better communication. 
2. Focused. responsibility for Technical 
Operations. 
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3 Avoids technological isolation and the 


discovery of solutions to "non-problems." , “4 J 
b. Disadvantages associated with distributing | 3 
engineering efforts among the Directorates: — , 
1. Some efforts will be duplicated. ei 

- 2, Technology transfer among offices may be | 
difficuit, so technological spin off may be reduced. | 


3. Removes one level of check and balance. 
if operators/users have control of engineering | 
efforts. | 

4, Budget presentations to OMB and Congress 
will be fragmented and complex. | i 

Se Some career management problems for 
engineers in Directorates other than DD/S&T may | 
arise. a e | 

~ 6. Not all managers have the skills needed 
to manage technology development or production | 
3 
8 
i 


activities. 


12 


mos, 


sepopast pice Oh 
TCR rt St Ubet 


Approved For Release 2006/01/03 : CIA-RDP81M00980R001700090048-3 


* Approved For Release 2008/00 AC lAsROPRAMO0Se0RO01700090048-2 
12. Engineering functions should be centralized at the 
Directorate level and there should not be a distribution of 
the functions to all Directorates. Within the Directorate, 
centralization is less desirable. Since different missions 
have-different driving forces and objectives, an organization 
axoind objectives and programs appears more reasonable than 
an organization around disciplines. — The rationale behind 
this conclusion is best demonstrated by examples. 
a. The National Programs eutated out by the 
Office of Development and Engineering (OD&E) have high 
levels of funding and technical and budeeeine reviews 
at many levels. This situation necessitates a high 
degree of planning and programming on a fiscal and 
pechnolesieat level and justifies planning and programming 
staff at the program level. In the Office of Technical 
Service, (OTS) a main aspect of the engineering work is 
a Quick Reaction Capability to meet the technical needs 
of a target of opportunity. Clearly the planning and 
programming mechanisms of OD&E would be inappropriate 
and probably detrimental to such Quick Reaction efforts 
in OTS. 
b. . In a more philosophical vein, a-look at past 
Agency technical programs seems to indicate that quantum 
jumps in capability ane achieved by groups dedicated to 


specific objectives, e.g., the U-2 program, the Glomar 
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Explorer, and the National Programs. Additionally, in 


the DoD, major advances appear to have come from program 
oriented organizational arrangements such as AWACS. 
Farther back in history, the Manhattan Project was a 
_mission-oriented organization. 

13. Given the recommendation of a centralized explora- 4 


tory research program from paragraph nine, the question 


arises as to how would changes in the Office of Research and 


Development minimize the disadvantages presented for such an J 


exploratory research function. 


a. Currently within the Office of Research and 


rT 


Development, there are projects and programs which 
clearly deal with engineering and, indeed, even procure- 
ment. These efforts should be exorcised from the 
Office of Research and Development; and the resources, 
both fiscal and man-power, to carry out those efforts 
should be transferred to the customer offices. Such a 
move would immediately help to create the proper explora- 
tory research environmert which was citec as an advan- 
tage for a centralized exploratory research program. v3 
b. Clearly the objective of expending explora- 4 
tory research resources with maximum efficiency is an 


objective to be vigorously pursued. It is not clear 


INTERRALWSE CHLY 
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by decentralizing exploratory research efforts will 
result in a net efficiency increase for the Agency. 
Several aspects of this problem need to be considered. 
.For example, it is not clear that the consideration of 
overhead expenditures at an Office or even a Directorate 
level is appropriate. “One could argue that the only 
meaningful overhead cost is the overhead cost for the 
entire Agency. Using that benchmark, it is not clear 
that decentralization of exploratory research activities 
will result in an overall overhead reduction. Addition- 
ally, one could argue that exploratory research as an 
activity represents an overhead expense for the organi- 
zation which sponsors the exploratory research. If one 
accepts that argument, it becomes very tenuous to 

assign overhead expenses related to an activity which 
is in total an overhead expense. Even if it is conceded 
that overall Agency overhead would be reduced by a 
decentralization of exploratory research activities, 

one must weigh against those possible overhead savings 
the potential costs in terms of duplication of efforts 
and the fragmentation of large technology investigations. 
The author concludes that maximizing the efficiency of 
exploratory research expenditures is best done by 
streamlining the procedures within a centralized program 


to allow for optimum utilization of exploratory research 


resources. 
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Cs The Office of Research and Development must 
sharpen up the procedures by which requirements for 
exploratory research are generated. The Office of 
Research and Development must be more selective in 

_servicing requirements from customers and users. The | 
office should undertake only those actions which are 

truly exploratory research and should decline to undertake 
activities based on the argument that ‘no one else is 
going to do it." ; 

ds. The Office. of Research and Development should 
aggregate its programs around broad and meaningful re- 
quirements. The office itself should organize around 
these major program areas and should adopt a program 
manager structure within the office. Such an agerega- 
tion of programs and a program manager structure will 
go far toward eliminating waste in the expenditure of 
resources and will provide some degree of certainty 
that the purity of the exploratory research effort will 
Le maintained aud that work toward important objectives 

: will be: emphasized. 

e. To minimize the problems surrounding eéchno- 
logy transfer from a eeneeaiized exploratory research 
function, the Office of Research and Development must 
consider the technology transfer aspects of its activi- 


ties at-the initial stages of planning. There should 
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be for every major program area a plan to assign people 
involved in the exploratory research efforts to the 
customer or user offices to effect the transfer of 
technology. Such a system will require careful and 
constant management attention since it will require 
office personnel to be removed from the office and from. 
their duties for a period of time necessary to accomplish 
the transfer of the technology from the Office of 
Research and Development to the customer. Such disloca- 
tions are not managerially pleasant but the fnstellarten 
of such.a system would be a first major step in the 
Agency toward addressing the problem of roving technolog 
from the laboratory into hardware. As an aside, it 
should be noted that the implementation of a pea 
manager structure within ORD should alleviate many of 
the problems of personnel dislocation during periods of 
technology transfer. Also, it should be noted that 
many industrial concerns utilize this personnel assign- 
ment technique to effect rapid ani erficient transfer 
of technology from research centers to engineering or 
production facilities within the company. As stated 


above comparisons of U.S. industry with the Agency may 


be tenuous because of differing objectives. But this 


is one area where the author feels that the industrial 


organizational model is appropriate. 
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engineering efforts centralized at the Directorate level in 
paragraph twelve, the question arises as to how would changes 
in the DD/S&T organizational structure best implement the 
recommendation. 
a. The work in support of National Programs 
should be separated into a distinct office as with the 
old Office of Special Projects. These efforts are 
large enough, sufficiently important, and distinct in 
their objectives to demand the total attention of 5 
Management structure. | 
b. Engineering and production efforts in support 
-of world-wide agent and staff communications should be 
a distinct office. Since technical exchnage between 
this Office and the National Programs (regarding satellite 
( technology) and between this Office and OTS (regarding | 
communications technology) would be beneficial, a sys- 
tematic rotational assignment plan for personnel should 
be established and adhered to. 
c. Engineering and production efforts in support 


Security should be assigned to OTS. Since engineering 


in support of[ ana the Office of Security is 


technically similar to the mission of OEL, a 
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systematic rotational assignment plan. for personnel 
between OTS and OEL should be established. 

d. It is conceivable that a major objective of 
intelligence collection in the near future will involve 
deployment of unattended sensors in denied territory. 
Such sensors could monitor local weather and soil con- 
ditions, nuclear and/or industrial contaminents in the 
environment, the movement of weapons and weapons systems 
in a land or marine environment, and uses of lasers ae: 
communication systems or as weapons. The engineering 
and production of such sensors should be the mission of . 
a distinct Office in the DD/S&T. 

e. There should be formed a centralized Office 


- 


of Technical Operations comprised of the operational 


components of OTS, OEL, (and perhaps evern[ 


and the Office of Security). The creation of this 


office would set responsibility for technical collection 
of intelligence and provide for a focal point for the 
generation of technical requirements for research and 
engineering offices. 

f. To offset the increased span of management 
control for the Deputy Director of Science and Technology 
engendered by such an organizational structure, it is 
recommended that a troika of Associate Deputy Directors 
be formed to administer the needs of offices with 
similar interests. One arrangement for the Diccerorate 
organization may be: 


NN 
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15. During the interviews and deliberations which went 
into the preparation of this paper, several questions were 
raised that should be surfaced to see if they warrant con- 


Sideration by Agency management. The following is a list of 


these questions. 


~ 


a. Should a centralized exploratory research 
function be an independent office in the DD/S&T or 

should it be. a staff function within the DD/S&T or 

should it be a staff Mace ees to D/DCI/CIA? 

b. Is it appropriate to consider the establishment 
of a mechanism to evaluate the utility of Agency research, 
development and engineering products in the collection, 
processing and production of intelligence? Also, should 
such an evaluation Punetion be controlled by D/DCI or 
the DDI? | | 

c. What new mechanisms and procedures could be 
implemented to augment the technical skills of Agency 


personnel? Should the Agency consider the establishment 


of a sebatical leave program to send technologists from 
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all offices to universities or industrial laboratories 
to sharpen and -reinforce their skills? | 
d. How ean the Agency set up a technical re- 
quirements validation system to assure that research 
and engineering activities are truly focused against 
the major objectives of the Agency and the Intelligence 


Community? 
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12 August 1976. 
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MEMORANDUM FOR: Deputy Director of Central Intelligence 


airman, Management Advisory Group 


SUBJECT . : Movement of OWI and OSI into DDT . 


1. Per your request to us last April, we have explored. 
the potential problems and benefits of moving the Offices of 
Scientific Intelligence and Weapons Intelligence from the 
Directorate of Science and Terhnotuey: into the DEECELORECS 
of Intelligence. 


2. On balance we support such a move. We feel that 
concentrating the Agency's total intelligence production 
Capability within one Directorate would result in a qualita- 
tively better, more interdisciplinary approach to significant 
intelligence problems. Moreover, we see the proposed change 

( as consistent with the greater importance accorded intelligence 

on production by recent directives and the recommendations of 
Congressional committees. It would bear witness to the Agency's 
commitment to concentrate efforts on amps Oven such production. ©: 


a. We mean the ‘term movement in the physical as : 

well as organizational sense. We believe that, in general, 
the physical proximity of DDI offices ep euneees inter- 
* action among disciplines. i : 


b. At the same time we have been persuaded of OWI's 
need to retain easy access to and support from the Office 
of ELINT in DDS§&T, and of the possibility that OEL ; 
separated from OWI might become another production office 
in the telemetry field. OWI should not be transferred to 
DDI until the appropriate safeguards have been established. 


f\ 
q _ 3. We offer three caveats, however: 
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on “current” intelligence, OWI and OSI have devoted 
relatively more attention to 
would urge the need for appropriate safeguards here, also 
to ensure that these two offices not become SO’wrapped u ° 


in current intelligence that they short ch a i 
types of production. : pee ica . i 
of 


LSOry Grouyfl 


c. Whereas DDI, as a whole, has placed great énphaeas a 


longer-term studies. We 
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MEMORANDUM FOR: Deputy Director of Central Intelligence ~_ 


FROM : The Management Advisory Group 


SUBJECT : Agency Goals Hi ca 


ie Co 


“ar. “Deer 


1. In response to your 10 September note, a number of MAG 2 
met 14 September to discuss subject paper. Recognizing the scope and 


magnanimity of the tasks facing EAG in deliberating these issues we 
offer the following commentary. 


Obviously, in the time allocated i ake 


briefly skimmed the surface of each of the eight goals, but we do want 0 


to make some observations. 


“ss 


2. 


ment among the group with the exception of Goal Number 6. There was 
strong sentiment that the goal doesn't really address itself to the 


With respect to the <cgate themselves, 1 we peonad bedeees aerees = oe 


real causes of our past improprieties, i.e., assassination esa mrad aes age 


openings, drug programs and the like. 


GOAL #1. - We must sharpen our capabilities to give policy— - 
makers what they really need. 


A. 
' goal appears limited to the policy-maker’ needs. 


' B. MAG views this question to be so broad as to. represent: 


a separate goal and not a guestion to be addressed unier this 
goal. ae 


c. Sone additional questions should be addressed in. 
responding to the satellite question. Firstly, do we need “' 
real-time video satellites in the 1970's? Secondly, do we © 


With respect to the first question, we feel the word - _ 
consumer" ‘should be changed to read policy-maker since the = - 


need an expendable sub-orbital satellite for crisis situations? 


Thirdly, what new telemetry monitoring systems ee be required 
oe the 1980's? 


D. Lf the Sccreian is made that ene Rete Hes no ache 
in managing future National Reconnaissance Programs, should 


consideration be given to the disbursement of DDS&T Piper ence 
into other Directorates? 


. 


: 
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SUBJECT: Agency Goals 


COAL #2. - We must better define and articulate the 
resvonsibilities of the Agency in the wake of outside in- - 
vestigations, revised guidelines, the new Community manage- mo % 
ment responsibilities of the DCI, and changing perceptions. 


A. ‘The second question regarding sensors suggests 
another question. Should we examine the role of the 
Technical Collection Teams (TCT) concept with an eye 

toward delegating real authority to TCT management? | 

B. In evaluating our substantive product, should 

_ we seek to provide in our analytical product a projection 
of future events for future situations with some form of 
quantitative expression in our confidence in these pro- . 
jections? Tote 

C. With respect to the foreign procurement question, 
what: should the Agency's role be in terms of accommodation 
procurements? . 


: E. In addressing the CIA counter-intelligence, we 
recommend the question be expanded ta include foreign 
. governments. : r 


COAL #3 - We must establish an Agency management process 


that will enable us to coordinate and integrate activities of 


all directorates and make effective pians for the future. 


Shoulé the Agency have long range planning documents 
beyond five years, against which we can make decisions 
about investments in future capabilities? aie. ; 
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SUBJECT: Agency Goals 


GOAL #4 -— We must re-examine our allocation of resources 


anc insure that we are spending our money and using our people _ 
in the right way. Rah gata fF 1 bee org 


A. In addition to asking what Sjajuaeion Peclinigues 
can be brought to bear, we recommend you determine why the - 
evaluation techniques now being employed have failed» to 
produce Ehanees ins resource allocation. : 


B. Is our present method of eyalueting resource 
practices valid? Are the results of these evaluations 
being puptenences in prorer fashion? Lee oes 


GOAL #5 — We mist. establish relationships of mutual 
confidence with both Executive and Legislative oversight organs - 
"and at the same time continue to develop public undérstanding mY ae 
and support of American intelligence. = ao ogee get ee 


A. When the Agency manages to goers a standexd ae 
excellence, integrity, and objectivity the second and 
third questions will fade away. 


B. Should the Agency be making a greater public | 
relations effort? 


GOAL #6 — We mise stredathen our command and echteat 


mechanisms to ensure that we are precceted fron improprieties. i 


A. Paragraph 2 of thc memorandum addressed the MAG 
sentiment tegareene this dah: : 


B. Creativity of employees rarely perstes to illegality a 


and impropriety, therefore, we consider this as a non— 
question. ; 


C. The second question stated. in declarative form 
should be goal six. ec : 


GOAL #7 -— We must find ways to reconcile our needs for 
security with the needs of those who use the information we 


procuce. 
A. EAG should review selected cases to assure that 


ay is in full compliance with the letter and aap o£ 
OLA legislation. 


beh 
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GOAL. #8 - We must update and upgrade our personnel practices 
for the benefit of the Agency, its employees, and applicants for 
employment. 


A. In exploring career development opportunities for 
our people, MAG recommends EAG review existing career ; 
development plans. One that was brought to WAG's attention | 
was the one recently developed by DDO/ISG. We recommend 


you examine the methodology employed for possible APRICOT oe 


tion elsewhere. 


B. Has the Scientific Pay Scale (es system been 
abused by using SPS slots for management positions as . 
opposed to a reward for technical excellence? Is there a 
need for analogous special pay scales for other directorates? 

C. Should the Agency establish two separate career. 


t 
ladders -—- one for management development epee one for a 
specialists? 


mn 


3. MAG stands ready to assist in conducting ecdeth Studies” 
in any or all areas waere you deem it appropriate for us to netp- 


; oa THE MANAGEMENT ADVISORY GROUP 


Th 
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4 October 1976 


MEMORANDUM FOR: The Management Advisory Group 


SUBJECT: Agency Goals 


REFERENCE: MAG memo to DDCI, dated 17 Sept 76, 
same subject (ER 76-10082) — : 


1. I want to commend you for your very useful comments of 
17 September on the draft statement of Agency goals. All your- 
suggestions were helpful, and many were specifically incorporated 
in the revised version, now ready for EAG consideration. I am 
sure you will recognize your handiwork in the final product. 


2. I strongly encourage your continued interest in helping 
the Agency to ace al its future. 


Deputy Director 


oN, 


An CEOS. Cee ren Poe ae GE EE oy eee 
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16 November 1976 


MEMORANDUM FOR: Executive Secretary 
Suggestion and Achievement Awards Committee 


SUBJECT: Employee Suggestion 76-295 
es p | 

_ 1. We are responding to your request for MAG views on a proposal 
made several months ago that the Agency establish as part of some sort 
of annual review—e.g., the DDO annual review—a positive, systematic 
solicitation by means of a short, simple questionnaire of the views of 
the employees in an installation or component under review as to how 
well the job is being done there, why that is so, what major problems 
exist, what must be done about them, and the state of morale. 


2. We read with care the comments you reviewed from other Agency 
components. Taken as a whole, we gathered, they indicated that the 
proposal was likely to be turned down--so likely, indeed, that even a 
strong endorsement of the idea by MAG would not change the outcome. 


3. In any case the MAG consensus is that the disadvantages of the . 
proposal outweigh the advantages. We agree with the conclusion by the 
spokesman of DDI Management Staff that “employees with grievances have 
by now more than enough vehicles for having their grievances adjudicated" 
and that a new device would not represent an improvement. We also agree 
with the C/OMS/PSS that a system which was conducted on a regular basis, 


and which required people to respond, would soon become pro forma and 
mezninyiess. 


4. In sum, we favor attitudinal surveys, but they should be ae 
periodic and voluntary. 


Management Advisory Group 


Attachment: 
76-295 (Original only) 


cc: MAG Members (15) 


CONFIDENT! UE 
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7 December 1976. 


MEMORANDUM FOR: Deputy Director of Central Intelli- 
gence 


airman, Management Advisory Group 


SUBJECT: Life Insurance | 


| ‘l. The Federal Employees Group Life Insurance’ 
Program (FEGLI), although subsidized by the govern- 
ment, is far more expensive than other, unsubsidized, ; 
group life insurance programs available to government 
| ‘employees. FEGLI -is more expensive because of its . 
generous treatment of retirees--their full insurance _ 
coverage at retirement is continued free until age 65 
| and then at a reduced level, but still free, there~ 
after. This free coverage for retirees is paid for 
by the federal subsidy and, necessarily, by seriously 
[ Zr overcharging young employees for their insurance 
_ . +.coverage. .Since.many. of the people who enter on duty 
‘in any given year will not stay around to retire, 
. particularly the clericals, they receive no benefit 
| for most of their insurance premium. 


2. Under FEGLI, an employee pays $9. 23 annually 
per $1,000 of life insurance protection, regardless 
of the employee's age. Other group life insurance 
, programs available to Agency employees (WAEPA and 
.  UBLIC) scale their rates according to age, the employee 


naturally paying more for his insurance as he grows 
-Older. For example, WAEPA charges range from $1.70 


per thousand for an employee under age 25 to $6.82 
per thousand for an employee at- age 60. Note however, 


that even at age 60 FEGLI still is.35% more expensive 
than WAEPA. And FEGLI is more expensive despite the . 
fact that the Federal Government is paying one-third 


of its cost while contributing nothing to the cost 
of WAEPA. 
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3. To provide just one illustration of what : 
the above disparity translates into for the young 
employee-~-a 22 year old with $15,000 coverage under . 
FEGLI would pay $138.45 annually. In addition, the > 
Agency would pay $69.23, one-third of the total cost. 
of $207.68. For the same coverage under WAEFA, that 
employee would pay an annual cost of $25.50, the - 
Agency would pay nothing. 


4.. Unless the 22 year old employee cited in 
the illustration above is looking forward to free 
life insurance after retirement, there is absolutely 
no apparent reason for him to choose FEGLI over WAEPA. 
Furthermore, declining FEGLI now probably would not 
cost him the free coverage after retirement. He can 
join FEGLI later, anytime up to age 50 so long as 
he can pass a physical. Thus he could enjoy low 
cost WAEPA coverage up to age 49, then join FEGLI and 
receive free life insurance even if he retired only 
one year later. oe ar ik : 


5. Despite the obvious advantages of WAEPA (or 
es _ UBLIC: which is similar to WAEPA in rate and benefit 
( structure), the overwhelming majority of young entrants 
_ on duty to the Agency who elect to purchase life 
-insurance choose FEGLI. MAG believes this is - 
occuring because, during the processing-in period 
when these decisions must be made, the new employee 
is not being given an adequate explanation of the 
life insurance options available to him. _ 


6. A MaG member attended the benefits briefings 
recently given to one group of new employees. The 
. FEGLI program was covered by one briefing officer, 

“ while a second briefer covered UBLIC along with other 
insurance programs such as the Flight and Accident 
policy, the Dread Diseases Plan and Income Replacement. 
No literature on UBLIC was given to the new employees, 

although it was explained that this was because the 
rate structure had recently been revised and the new 
brochure was not yet printed. WAEPA was not mentioned 
in either briefing. The cost and benefits of FEGLI 
and UBLIC were not.compared by either briefer. How- 
ever, FEGLI features such as the free retirement in- 
surance and free insurance during periods of leave 
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of absence were highlighted, Also, FEGLI was cast 
as a fringe benefit, with mention that the government 
paid part of the cost of this insurance. Each new 
employee was provided with a Civil Service brochure ~ 
on FEGLI which encourages the purchase of FEGLI and 


describes it as "a low-cost way to protect your. 
family." 


7. The Office of Personnel provided MAG with © 


a randomly selected list of 24 employees who entered 
on duty in September 1976. MAG was able to contact - 
21 of these people and asked them whether or not they 
had purchased one of the group life plans; if the 
had, which one and why; and for their.comments about 
the insurance briefings they had received. Our finds 
ings are summarized below: 


a. Of the 21, 12 had taken FEGLI only, one’ 


had taken both FEGLI and UBLIC, one had taken 


UBLIC only, and seven had taken no life insurance. 
None had taken WAEPA. 


b. The two who took UBLIC were both highly 


| f critical of the insurance presentations they 
had received during processing-in. On their 
own, both sought information and advice eisexn 
| where and then decided to purchase UBLIC.. Both ' ~ 
‘are officers, one an economist and one a systems — 


programmer, hired at the GS-1l and GS-12 levels, 


c. Of those who took FEGLI, the reason 
most often cited for choosing FFGLI was its _ 
low cost. One thought that it was free, that 
the government paid for it. At the suggestion 
of the MAG member interviewing her, she checked 
her pay slip and confirmed that she was indeed - 
paying the FEGLI insurance. ; 


ad. Of the ten clerical employees contacted, | 
six were female, in their early 20's and without 
dependents--the category for which FEGLI would 
seem least appropriate. Nonetheless, four of 
the six took FEGLI and the other two,.one the 
advice of their parents, took no life insurance, 
None of them had any knowledge of WAEPA or 
UBLIC. 
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8. MAG concludes that the insurance presentar 
tions being made to new employees are inadeguate ana 
that they are slanted to influence the employee to o 
purchase FEGLI insurance, whether or not this is an. 
appropriate selection for the individual employee. 
The information the employee needs to make an informed 
decision either is not being provided or is not being 
provided in’a useful and understandable format. We | 
recommend that the briefings on FEGLI and UBLIC be 
presented together, by one briefer, and that WAEPA be - 
included. Full cost and benefit comparisons should 

be made, both Orally and in writing for retention and 
study by the employee, in language which is ag - 
‘Simplified and Straightforward as possible, 


9. MAG also recommends that affirmative action 
be taken to provide all present employees with £ull 
information on all three life insurance plans, Be-— 
Cause past life insurance presentations have been ine 
adequate, many current employees have been uninformed 
and inappropriate decisions in this important area, 


10. MAG's concern is not solely, 
the fact that emp 


necessary for ins 


or even primarily, 
loyees may be paying more than is _ 
urance protection. Cf greater 


young employees with ~ 
dependents, particularly those with young children, | 
are carrying inadequate insurance because they do 

not know of the alternatives to FEGLI. They do not 
know that one dollar spent on WAEPA or UBLIC may pur- 
chase five times as much protection for their family 
as one dollar spent on FEGLI, MAG Lelieves that the - 


se employees, and to 
their families, to correct this situation. An effective 
effort to reach these employees is necessary and -is 
entirely feasible. ; . 


per : GEMENT ADVISORY GROUP - 
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MEMORANDUM : Deputy Director of Central Intelligence gr 


FROM F.W. M. Janney = 
Director of Personnel 


+. 7 


ve) 
19 JAN 1977 


VIA ae Deputy Director for Administration 
SUBJECT a >: Life Insurance | 


REFERENCE = : Memo to you from MAG, dtd 7 Dec 76, 
. Same subject f 


1. This memorandum presents information with regard toa 
the referent Management Advisory Group (MAG) paper of 7 December 
1976 on Life Insurance and indicates action being taken by the 
Office of Personnel. : ge” et cas 


2. The referent MAG paper points out some disadvantages * 
of the Federal Employees Group Life Insurance (FEGLI) Program — 
for young employees, indicates the lower premiums of other term 

insurance programs, suggests improvements in insurance presen- 
tations made by the Office of Personnel and recommends that 

. affirmative action be taken to provide all present employees 
with full information on available life insurance plans. We? 
agree that there are features of the FEGLI Program which must: 
bé pointed out to employees and will indicate below action “7 

already taken by the Civil Service Commission (CSC) and the 
Agency in this regard. There are some very necessary limita- 

_ tions,on the Agency's endorsement or promotion of commercial: 
programs of life insurance and these are also presented in 
this memorandum. Finally, we plan to improve our insurance 
briefings and to make additional information available on life: 
insurance through employee bulletins and Government Employees .’ 
Health Association (GEHA) publications. . 


3. The FEGLI Program was established by legislation in 
1954 and is administered by the U. S. Civil Service Commission. 
It is a group plan of term insurance with a level premium 
designed to provide life insurance over a full Government 
career and into retirement. It is not intended as a substitute 
for regular individual policies purchased by an employee through a 


‘employee association, the CSC does not object to the presentatiolf 
-of the Program to our employees. 
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an insurance agent. Over the past several years there has beei 
frequent mention in, the media of the need for changes in the 1 
FEGLI Program. For example, the attached article by Joseph ; 
Young (Tab A) indicates that a complete overhaul of FEGLI will 
be proposed in 1977. | 


4, In response to complaints similar to those raised by 

MAG, the CSC issued Bulletin 870-13 on June 4, 1976 (Tab B) and 
asked that it be brought to the attention of all new employees. 
until such time as a new FEGLI pamphlet could be prepared. 

This publication clearly states that FEGLI is not intended to 
meet the insurance needs of all employees and that the level off 
premiums in the early years of employment (younger employees) 
exceeds the cost of the insurance protection. An extract of 

the Bulletin was made and copies have since been given to J 
every new Agency clerical and professional employee (Tab C). 

In addition, the Bulletin was posted on our Official Bulletin 
Boards. It is our intent to make a wide distribution of the | 
revised FEGLI pamphlet when it becomes available. , 


5, With regard to other forms of life insurance, the 
Civil Service Commission has consistently discouraged Federal | 
agencies from taking any action which could be construed as 
endorsement or support of commercial programs of life insurance, 
whether offered as a "supplement" to or in lieu of FEGLI. An j 
individual employee's need for life insurance is considered 

a private matter which only the employee can decide. If an 
agency were to choose certain commercial life insurance pro- P 
grams to present to its employees, it would be obligated to 

give equal time to all other insurance plans. As a result of 

a general concern expressed by CSC on these matters, we dis- 
continued, in early 1976, the mention of WAEPA in our insurance I 
briefings and publications. Since the United Benefit Life 
Insurance Company (UBLIC) Program is offered through our 


.6. While we do not agree with MAG that our Insurance | 
presentations are slanted to influence the employee to purchase 
FEGLI insurance, we believe that there is room for improvement 

in the quality of the briefings and are initiating action to 
accomplish this. The MAG recommendation that the .FEGLI and 

UBLTC briefings be presented together by one briefer is a good 

one and we will make this change. In view of the position 

taken by CSC on commercial life insurance, we do not plan to } 
include WAEPA in our briefings. 
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SUBJECT: Life Insurance 


7. The final MAG recommendation is that affirmative action 
be taken to provide all present employees with full information 


on all three life insurance plans. Since the revised FEGLI 
pamphlet is not yet a 


vailable, we plan to issue an employee 
notice containing pertinent information from CSC Bulletin 870-13... 
We are also directing the Insurance Branch to prepare a GEHA 
notice presenting the basic provisi 


ons, premium structure and 
benefits of UBLIC life insurance. In view of the position taken 
by the CSC in opposing any action taken by a Federal agency which 
Might be construed as an en 


dorsement of commercial programs of 
life insurance, we do not intend to publicize WAEPA or other 


specific private insurance plans, We will instead continue to 


encourage all employees to give serious thought and attention 
to their own personal and family insurance needs. 


Atts 
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7 December 1976 


MEMORANDUM FOR: Deputy Director of Central Intelligence ~ 


- SUBJECT: Personnel Hategee ye ei s* 


1. You have asked several times for ‘such ‘input: as we can oy 
on the various “goals” topics being addressed by the Executive Advisory 


Group. In this connection, we felt we might be most helpful to you by 


concentrating on those dealing with personnel matters. In addition, the _ 
EAG papers and minutes of the October 20 .EAG meeting on personnel manage- 
ment have been forwarded to us for review and comment. In what follows, 


-.we have attempted to combine our thoughts.on specific personnel questions 


and our comments on the related recommendations in the paper prepared for 
the EAG by the DDA. . Page Ber erences. are to that paper. 


Career Development: 


2. We wholeheartedly coneur with the DDA's conclusion (p..31) that 


| employees are concerned about the adequacy of career development programs 
"and procedures. We cannot, nowever, agree that the principle problem is 


one of unrealistic employee expectations or that further Employee Bulletins 
are a solution. In all honesty, Employee Bulletins that simply defend and 
explain current practices—especially in an area where employees are 
dissatisfied—are probably destructive of employee confidence in management. 


3. This is not to say that we disagree that employees have a 
responsibility for planning their own careers. But they cannot discharge 
that responsibility alone; it must be a joint endeavdr -with management. 


' Por this, we Go not need new systems, we need to use the ones we have. 


The PDP names names; the ADP, if it has any validity, is drawn up with 
names in mind. But it is the rare component that consults the individual 
for whom it is “planning.” And there is, as best we can tell. no follow- 
up action taken on any of the plans. 


4. Our feeling is. that the problem needs to be addressed primarily 
at the level of the immediate supervisor. The supervisor should exercise 
an already implicit responsibility for discussing career development— 
both future essignments and possible training—with employees on a regular 
basis. Not enough do. At the risk of proposing a bureaucratic approach, 
we suggest that the DDA proposal (p. 29) that supervisors be rated on 
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their handling of new employees be expanded to an across-the-board require- 
ment that fitness reports on all employees with less than 15 years service 
make explicit reference to possible future jobs and possible training 
Opportunities. As a corollary, the employee's option to comment on fitness 
ratings should be expanded to allow for the employee's comments on these : 
subjects. This would serve the dual purpose of forcing the supervisor to 
think of the employee's future and encouraging the employees to think 
‘beyond the immediate job. 


5. We also think it should be Agency policy that each employee with 
two or three years service should be invited to discuss future. jobs and 
training desires with that individual or group most likely to make decisions 
about the employee's immediate future. (The vague wording reflects the 
fact that the locus of personnel power varies widely between components). 
The logical, and intended, extension of this idea is that most professional 
personnel should be reassigned after a two to three year first tour. 


Versatility/Rotation 


6. Although the bulk of reassignments will no doubt continue to be 
intra~directorate, the possibility of rotational assignments should be made 
clear to the employee from EOD on. Here, again, we part company with the 
DDA suggestions (p. 9 and p. 37) that slots designated as rotational should 
be "few", "mostly staff" and "senior...men." The only way to break down 
the instituational barriers is to begin 1 with relatively junior employees 
who have not become captives of various Directorate-imposed habits of 
thought and behavior. The best way to develop flexibility is to rotate - 
people into substantive jobs—where the duties are dissimilar—rather than 
into similar staff. ‘jobs in different components.- If you want a lot of 
flexible people, you cannot get them by undertaking only a few rotations. 
We will restrain ourselves on the question of gender, since we feel confident 
that you can guess what we think. 


7. To he more specific, we believe we should be aiming for perhaps 
10 percent or so of our professional people in rotational assignments at 
any time. We think it may be necessary to set a quota for each directorate. 
We believe that there should be the maximum possible number of direct 
swaps (e.g., two Near East analysts from ORPA traded for two operations 
officers from NE Division, an OER monetary analyst for a DDO officer with ~ 
Japanese experience, obvious exchanges between Commo and OTS, OEL and OWL, 
OSR and NPIC, etc.). The swap arrangement would discourage the Propensity 
to propose for rotation those of limited competence, since each supervisor 
would realize that you must offer quality if you hope to get quality. The 
final decision on each rotation should rest with the receiving component. 
We further suggest that "suitability for rotation” be a heavily-weighted 
factor in all personnel rating systems and that potential for. rotation 
be a subject supervisors are encouraged to address in fitness reports. 


GONFRERTIL 
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8. As a corollary, we believe a separate career service (or board 
with some similar functions) should be established for those on rotation. 
Rotation must be made both appealing and rewarding. Under current arrange- 
ments, it is more likely to be threatening, since parent career services 
appear inclined to promote those who remain home and discount good fitness 
reports from outside the parent service. Moreover, rotatees have in the 
past been more vulnerable to RIFs. The essence of this proposal is that 
the “Rotatee Career Service" have the power to promote~-even over the 
objections of the parent servicé—and that it have a strong say in the 
next assignment of each employee completing a rotational tour. 


9. We further believe that the same new board, or yet another to 
be created, should have responsibility for assignments and promotions of 
all individuals who have reached the GS-14 level. Obviously, most 
recommendations for ovromotion and proposals for reassignment would come 
from the parent directorate, and the board would simply endorse many of 
_ the recommendations. But a board dedicated to a cross-Agency look would 
be in a position to offer alternative suggestions for some assignments 
and to weigh all promotion recommendations to GS-15 and beyond against © 
the total needs of the Agency. 


10. We also take exception to the notion that OTR should devise a 
training course for officers designated to fill such positions. Such 
orientations are clearly the responsibility of the receiving directorate; 
they should be individually tailored to circumstances. We do think, 
however, that OTR could contribute by emphasizing in its courses for new 
employees that they should be thinking about their next assignment from 
the day they enter and that they should be looking beyond the borders of 
their initial offices or directorates. 


Key Operating Officials 


ll. We trust that the identification of “key positions" referred to 
in the minutes of the 20 October EAG meeting is only the first step in 
the process. Once those positions have been identified, we believe that 
a move toward bringing the PDP to life should follow. Individuals 
potentially capable of filling those positions should be identified by 
name, with suggestions provided by each Deputy, who would be encouraged 
to submit names from other directorates as well as his/her own. Any 
nomination should only be considered in light of that list. One side 
benefit of such an approach would be identification of a list of high 
potential employees, since certain names.would appear on the lists of 
several Deputies and/or as potentially qualified for a number of positions. 


Separation 


12. The DDA recommendations (pp. 25-26) begin by suggesting that 
poor performance should be identified early but go on to say that low 
potential should not be sufficient basis for identifying employees for 
possible counseling or separation. A necessary distinction is not made. 
‘We believe that low potential should be the single most important criteron 
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for judging employees in their first several years on board. The Agency 
has a responsibility to new employees, as well aS itself and the taxpayers, 


to identify its hiring mistakes early and help those who do not live up to 
expectations to find more satisfying futures elsewhere. One problem is the 
one-year probationary period. One year, under one supervisor, is no test 
of potential. The first year review should be a serious look for possible 
mistakes. The possibility of error in either hiring or assignment should 
be reflected in a transfer to a second assignment. The employee should be 
told then that a potential problem has been identified and that the change 
of assignment and supervisor is a deliberate effort to determine whether 
the problem lies with the employee or with the assignment or supervisor. 

A re-review should be conducted at the end of two or three years—concurrent 
with the “future jobs and training" review suggested in Paragraph 5. 


13. So far as employees with longer service are concerned, we agree 
that low potential must not be used as the sole basis for rating employee 
performance. Many trained, valuable employees are content to remain in 
grade and in place, contributing greatly to our overall effectiveness. 

But we do believe that either supervisors or Career Service Boards should 
be honest with such employees and that they should reflect their convictions 
in their promotion decisions... 


14. The single biggest glitch in the system is the human factor— 
individuals do not like to tell others to their face that they are not 
measuring up. They avoid the unpleasantness and pass the problem along 
to someone else when possible. We are all guilty. But we, as a group, 
do not believe that the Agency is doing enough to live up to its claims 
that all its employees are superior. Primarily as a means of forcing 
supervisors to deal honestly with their subordinates, we wholeheartedly 
endorse a recent suggestion by the DDS&T Management Advisory Panel that 
a statement of competitive ranking be included in each fitness report. We 
would go further, also requiring that the next ranking be communicated to 
the employee as soon as the new rankings have been compiled. Including 
rankings in fitness reports should also help to make the attempt to separate 
(or encourage voluntary departure of) an employee less threatening. to the 
supervisor who tries. At present, it all too often works out that the 
supervisor is labeled the troublemaker in such a situation. In addition, 
we feel strongly that each employee should again be made aware of the right 
to see personnel files and that a consistent policy on this should be 
enforced throughout the Agency. 


15. As part of a program to ease the lot of those who are not fulfilling 
the Agency's needs, could we work out an agreement with the Civil Service 
’ Commission to obtain CSC ratings for at least some of our employees? Several 
of the “excepted services"—-including the Foreign Service, USIA, ACTION, and 
ERDA—have such arrangements. For CIA, it would be an asset both in 
attracting personnel—especially clericals, we believe—and in alleviating 
some of the human problems inherent in any separation out policy. 
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Encouraging Excellence Ooi 


16. Rewarding excellence is often seen in terms of “fast-track ing" 

{(p. 10). But the question is really one of differential between excellent 
and average. What we see happening is rapid promotion for the bulk © 

of the professionals to about the GS-13 level and then a severe bottleneck. 
This probably means that too many people are being promoted to the 13 or 

14 level simply because the grade structure provides “headroom. " At that 
bottleneck, the distress created in co-worker-observers by a “wrong” promotior 
is many times as great as the pleasure created by a “right” one. Our message 
here is that the psychological satisfaction of good employees will be 
enhanced if the promotion Process is selective from the beginning and if 

the propensity to promote everyone as long as there's space can be 

overcome. A promotion says, "CIA wants you to remain on board.“ 
Whether that signal is an accurate one needs to be an explicit judgment 
faced in every promotion recommendation. In sum, we believe that promotions 
need to be more competitive all along the 


way. We believe most of your 
middle-level employees are not only willing but anxious to see this happen. 


17. In regard to promotions, we are somewhat troubled by the suggestion 
that "career tracks should be deve 


loped for substantive and functional 
Specialists that need not force them into managerial responsibilities for 
advancement" (p. 28) and similar Statements in the past. We applaud this 
rvations that stem in part from the lack 
on for the recommendation. The real 
addled with bad managers who were promoted 
case officers or engineers. We believe 
to reduce the number of strictly managerial 
layers and unnecesSary creation of sub- 
he number of non-managerial slots at the 
higher levels. 


18. Our other reservations have to do with the often 


“specialist” in this context, 


r paying $40,000 a year plus on-duty 
and retirement benefits (at current 


Approved For Release 2006/01/03 : CIA-RDP81M00980R001700090048-3 


Approved ng Release 2006/01/03 : CIA- RDP81M00980R001700090048- 3 


QSONABERRATAL 


19. To be hard-hearted for a paragraph, are these costs necessary? , | 
We are at a disadvantage here, because we do not know whether any substantial 
number of "specialists" have left in recent years because better opportunitie 
were available outside. But we suspect that the market for specialists is | 
little, if any, better outside. Which is to say, we suspect that the Agency 
can retain its specialists without incurring extraordinary costs. 


20. A partial solution may also be found in relaxing or eliminating 
the Office of Personnel's guidelines for grades. We understand, although 
we cannot find reference in the report, that the Arthur D. Little team was | 
extremely critical of our unnecessary adherence to Civil Service Commission 
rules, regulations and guidelines of various kinds. Why should it be necessary 
to give an individual a misleading title and false job description to justify 
a promotion? Given that an office of division chief has a certain number 
of each grade to assign, why shouldn't such a chief be allowed to decide 
which jobs are the most important? We recognize that the whole system 
reflects the struggle between directorates for slots at various Goereer 
but we do not oe the Curren’ process is a solution. 


21. We believe other ehanges are possible to facilitate eeuceding. 
excellence, especially at the lower levels. We believe that Agency policy 
. of using the even grades for junior professionals has outlived its usefulness. 
At NPIC, a CIA GS-7 doing a solid ‘job can expect to become a GS-8 in a year; 


his desk-mate, a DoD GS-7 doing the same solid job, can ESSE to become a 
GS-9 in a year. This is wrong. 


22. We further believe that supervisors should be encouraged to award . 
Quality Step Increases and that procedures for QSIs should be simplified. 
This would serve two purposes. It would give us an easy way to reward 
superior performance. And, it would give us a way to reward that performance 
in the lower ranks—especially the clerical ones—without promoting 
employees too rapidly to a position where there is no headroom. At Sa 

- despite the regulations, promotions are easier to grant than QST's in 
-praccice, but the short-term solution of granting a promotion can mean the 
long-term drawback of having used up almost all the rewards ae incentives 
we have to offer certain groups of people. 


a purpose for which the QSI is sometimes misused. We do, of course, have 
certificates of merit. But we snould also make much more extensive use of 
bonus programs, whereby a one-time lump sum payment is awarded for special 
achievements on a specific Project or assignment. 


24. As to the DDA's claims (p. 10) that a redeohanie amount ae fase 
tracking is occuring, we agree that the 1975 record of 10 percent of 
‘promotions to GS-14, 15 and 16 being granted within two years is respectable, 

in the aggregate. But we are dealing with individual human beings and with 
separate organizational boxes, not with aggregates. A glance at the table 
. (p. 14) shows that DDA and DDO were less flexible in their practices than 


6 


23. We also need some way to honor superior short-term performance— ' 


sa 
Approved For Release Saale sh 44 mooseoR001700080048- 3 


Approved For ee ee PANU Wiad aachaaoat 3 


Hak 


the other major units. A table at the component level would no doubt show 
some who have not violated a time-in-grade guide line in the memory of anyone 
now on board. And it is precisely this capricious and arbitrary treatment, 
which depends largely on the attitudes of individual supervisors, that leads 
35 percent of our employees to judge the promotion system as unfair (p. 33). 
We need more than another guidance issuance stating that time-in-grade is not 
a rigid requirement (p. 27). We need to have that message repeated frequently 
and forcefully by Deputy Directors to supervisors and promotion panels. And 
we need to have it supplemented with an equally forceful statement that time 
in grade is also not sufficent grounds for promotion. Indeed, we wonder 
whether time in grade need be taken into account at all. A promotion decision 
is a highly personal thing; need it depend on anything other than the 
capabilities and potential of the person in question? 


EEO 


25. We are dealing here with deep seated attitudinal problems. We need 
to face up to the fact that-whatever is done, someone will be hurt—blacks, 
women, etc., who are treated unfairly or the people responsible for the . 
unfair treatment. It should be made abundantly clear now that the EEO 
performance of each component will be reviewed in depth on a component~by- 
component basis at the end of the year and that the details of both superior 
and poor performance will be made public within the Agency. This is, 
admittedly, a "fight fire with fire" solution. We propose to embarrass some 
people. It must be done with extreme care, and every effort must be made 
to avoid singling out poor performance on unfair or inaccurate grounds. ‘The 
praise must be heaped on at least twice as liberally as the blame. But it 
is time to get a lot more public and a lot more personal about this issue. 


26. In many cases, employees with a complaint or grievance are unsure 
whether to go to the IG, the EEO Office, or both. As the DDA paper (p. 31) 
points out, employees do not understand grievance procedures. -This is 
an area in which a Headquarters Bulletin or a letter to employees from 
the DCDCI could du some good. What is needed is a clear, concise paper 
for all employees that explains in one document all the grievance mechanisms 
of the EEO office and the IG and explains where they work together and 
where they are independent. 


27. In the EEO area, even more than in others, we are handicapped by 

our lengthy personnel processing procedures. It is a fact of the 1970's 
that highly qualified minority applicants are in great demand. We should 
be making a particular point of looking for such individuals while they 
have at least a year left in college or graduate school. We should also 
have procedures for expediting processing of those who are clearly 
qualified and apparently clearable. There is no obvious reason why we 
cannot employ such individuals on unclassified projects pending final 
clearance and even keep them on for a year on such projects in the event 
_ that the unexpected clearance problem does crop up. 
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28. We should also seek to expand our programs for hiring highly 
qualified minority applicants while they are still in school—or at the time ' 


of high school graduation—and assisting them in their college educations. 


29. In sum, we should make every reasonable effort to enlist and — 
retain minority employees whose abilities are patently superior. And we | 
should be willing to take strong action in the case of managers now on board 
who are unwilling to carry out their responsibilities in this area. 


30. With regard to the particular discontent of women pointed out by | 

the DDA (p. 38), there are a number of specific problem areas to be worked 
out. Women take pregnancy leave. Regulations guarantee them continued 
employment in a position of like seniority, status and pay. Practice | 
_ guarantees them only pay. Women accompany their husbands on overseas 
assignments; upon return, their job rights, if they exist at all, are not 
clearly defined. Some DDO women in operational support jobs overseas — ! 
return to find only clerical jobs in headquarters. The average age of | 
women is substantially higher at almost all grades than the average age 
of men. At the middle and lower grades, women are less likely than men 

to get "high visibility” opportunities—presumably because there is widespread ff 
belief that the women cannot handle the "pressures" involved. To a degree, 
women compound their own problems; fearing that they are likely to be 

turned down on the basis of sex, they fail to express their desire for — | 
new cpportunities and more responsibility. 


New EOD's | 1 


31. Follow up interviews of all EOD's should be conducted at the 
- end of the first year. However, contrary to the DDA recommendation (pp. 29-30 
these should be conducted by the people who rate, assign, and promote-~super— 8 

visors and Career Service board participants—rather than by the Office of 

Personnel. There probably is good reason to ask Personnel to coordinate 
development of a list of common questions to be usec by all components, So | 
that certain statistics could be compiled on an Agency-wide basis. But 
asking Personnel to do the interviewing compounds the existing problem of - 
inadequate involvement of supervisors and Career Services in career develop- : 
ment. The comment (p. 23) that "senior directorate personnel officers... 
reported in general that they had very Little direct contact with new 
employees" is perhaps the most damning statement in the DDA paper... 


32. As indicated above, new EOD's should be told early and often E 
about job opportunities throughout the Agency and should be encouraged 
to begin planning a future. Those who are not proving highly satisfactory 
in their first assignment should be tried in a second. Training courses | 
should be substantially revamped, so that they are short, relevant, and 
intellectually challenging. All components should have some sort of . sa 
formal mechanism for orienting new employees. And the OSI “buddy system" | 
(p. 23) sounds most attractive. 
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33. As to the other specific DDA suggestions, our reactions are 
mixed. We believe that rating supervisors on how well they provide 
on-the-job training and orientation (p. 29) is worthwhile, though we 
recognize that it will be a sterile exercise in many cases. We believe 
better orientation of clericals is desperately needed, but we believe 
that there should be some formal indoctrination at EOD, rather than 
simply a training course within two or three months (p. 30). We would 
encourage some regular process in every component for familiarizing 
all new clerical employees with formats, procedures, etc. and not simply 
leaving that to a perhaps inexpert supervisor. (Many supervisors do not 
know or care how wide the margins should be or how the signature block 
should look, but some front office secretaries do not now take the time 
to assume their responsibilities in this regard. They simply return 


work to be redone, leaving the new clerical frustrated and creating 
unnecessary distress and insecurity.) 


General 


34. We have not, of course, addressed all the personnel questions 
under review by the EAG, but we have tried to comment in some depth on 
those where we feel we can make a potentially useful input. We would like 


to close with a few comments that make explicit some of the feelings that 
may only be implicit in the above. 


35. We do not need a lot of elaborate new systems. 


We need to use 
those we have or discard them. 


This applies not only to PDP and ADP—it 
applies to LOI's, MBO, the lower 3 percent or 5 percent exercises, fitness 


reports, etc. As human beings, we all have difficulty being honest with 
one another, particularly where honesty requires examining weaknesses 
as well as strengths. We must, nevertheless, force ourselves to do it. 


36. We think new and different approaches to personnel assessment 


should be tried. This would include both peer rating and rating of super- 
visors. ie 


37. The Agency needs to clarify responsibilities for career and 
personnel management and align responsibility with organization. 
an Office of Personnel subordinate to one Deputy Director cannot develop or 
implement personnel policy. Yet, there is no need for such basic functions 
as identifying new recruits, processing forms, and overseeing employee 
benefits to be elevated to the level of the DDCI. What we would suggest is 


a small organization (perhaps called the Office of Personnel Policy) reporting 
directly to you and responsible for: — 


——-performing the Career Service function for rotatees 
and GS-14s and up; 


-——-doing the same for another group not covered in the 
DDA paper——-those on detail to other agencies; 
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—developing or adjusting policy-related personnel systems 
and ensuring feedback on them; 


—-facing up to problems of "mix"; 


—-being your eyes and ears in the area of assignment to 
key positions; 


—taking a hard look at PRA practices throughout the Agency; 
and ere 


—generally concentrating on overseeing such Agency-wide . 
problems as lack of career development planning, inadequacy . 
of quality control, and unevenness of application of various 
policies and regulations. 


We would leave what remains of the Office of Personnel where it is and 
suggest that the head of the new Office of Personnel. Policy (who probably 
should be recruited from outside) take advantage of his improved bureau- 
cratic position to take a good, hard look at the personnel policies of 
the directorates, bringing in outside consultants to help. 


38. We also sense in much that we have recently heard and read that 
the faith of top management in OTR far exceeds our own. This is not to 
say that OTR is staffed with inferior individuals or that it is poorly 
run. Rather, we are inclined to believe that the concept of a centralized 
Office of Training ought to be reexamined. Our own personal experiences 
with OTR courses lead us to the conclusion that they are usually designed 
to be of use to all and end up spending too long on too little of real 
importance to the individual student. There is a huge variety of courses 
available in the outside world—courses that would help bring CIA personnel 
into increased contact with outsiders and with new ideas. These look 
expensive—but we doubt that they compare unfavorably with the per-student— 
day cost of OTR. Certainly we need in-house training, but we would like to 
see more of it conducted by the components with specific expertise and 
less of it conducted centrally. Failing any other change, we suggest 
that every OTR course could probably be shortened at least 25 percent and 
most could be shortened 50 percent. - 


39. In closing, we are not a discontented lot. Indeed, we are 
probably remarkably content, in that we certainly enjoy an unusual luxury 
in our continuing contact with you and our unusual access to information 
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on top managements plans and concerns. But since what we have seen of 
the advice you are getting through official channels on personnel issues 
strikes us as terribly bland, we have deliberately chosen to be blunt. 
Personnel concerns are a source of considerable unhappiness among many 
of the people for whom you and the DCI are responsible, and we take 

you at your word that you want us to be straightforward. 


fer THE MANAGEMENT ADVISORY GROUP 


Distribution: 
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4. There are certain ideas or suggestions in the . ‘4 
@  peper which may be worth further examination. Difficulty  — 
§ exists, however, in properly identifying those ideas 
-because the authors appear to have challenged the basic 
Career Service personnel management system of the Agency 
| by piecemeal attacks on elements of the system rather 
than presenting a reasoned critique in a coherent fashion 
-and then stating what would be their remedial course of 
| action. AS a result, there appear to be inconsistencies 
in the MAG paper with respect to the roles to be played by 
the principal elements of the system that would result if 
| «their suggestions were followed. ; 
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back aboard. The ''Rotatee Board" woull in 

denository for unplaccables. - ineacenrer 

mittee spent some hours on this subject j 

quite workable rule that when a rotatee reach é years out, 
a decision must’ be made as_to whether ee individual returns to 
the parent service or is picked up: by his ; ent service of 
assignment. 


II. A few coments: by paragraph: 


. 


Paragraph 4. The immediate level sede Everyone 
agrees - even OP - the supervisor is an impor cog in the career 
management machine. But it doesn't stop the ae The system is 
strengthened by the use of Boards and Panels, whose multiple 
inputs broaden the identification of po tential future jobs and 
training opportunities and reduce the impact 2 biased supervisor 
may make. They can play, and should play, en important role in 
the assessment function. 9 


~ 


Paragraph 5. See PASG on counsetling and the published 
Personnel handbooks of the Career Services which resulted. 


Paragraph 6. "The best way to develop flexibility is to 
rotate -people into substantive jobs - where duties are dissimilar” - 
-The Agency has diminishing human resources and non-diminishing 
responsibilities. We had some 150 inter- “Directorate rotations in. 
1975 and 600- -plus intra- -Directorate. 


Paragraph 9. There are more than 2,500 GS- 14's and 
above in the Agency. The current Agency problem is to review senior 
assignments, in the first instance up to 50 key positions, and 
perhaps subsequently all 450 supergrades at the EAG level. We will 
have to see whether EAG can afford the: tine. . 


Paragraph 11. The question of "% bringing the PDP to Life” 
is puzzling. The DDCI has on 20 December 1976 signed a memo to. the 
Deputies concerning his analysis and expectations on the 1977 PP. 

Paragraph 12. The 20 October EAG addressed the subject 
of "separation" and the confusion apparent fron the Attitudinal 
Survey on this. cision was to prepa lenrer Regulation and 
that draft is curz coy with the Secretar. ee The Agency does 
Ssenarate Geplovess in their first year. There are reassisnments; 
the erployee is told when a problem is ic 2 
procedure is cssent ial to the CEA pers 
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ost part. good 
supervisors. ‘They are conscientious. Fi ss Reports today are 
far more particular and honest than five 29, his is at 
east in part-a result of constantly ro<a‘ sership of the 
evaluation panels. Regarding the remark on awareness of the 
employee to see his/her personnel file - it was open policy in 
1974 (589 reviewed their, files), in 1975 (945), in 1976, despite a 
radical change, because of a move to Ares Building, in the system 
of making each file available, (609). Employees spend from 30 to 
90 or more minutes in such a review and Agency policy requires 
another. employee to be present. ‘The suggestion that the Fitness 
Report incorporate the ranking of the employee in comparative 
evaluation is potentially harmful to the interests of employees. 
It would incorporate the ranking in the permanent ecord, where 
it might influence future assessments of performance through a. 
halo or tarnish effect. The evaluation ranking is not appropriate 
to an appraisal of an employee's performance. 
Paragraph 15. The Agency tried for CSC ratings and was 
tumed down. MAG's concept to try for "some of our, employees" . 
would be patently discriminatory. ~~? 


: Paragraph 16. Promotions are based on competitive - ; 
= evaluation. "Rapid promotion for the bulk of the professionals 
i - to about the GS-13 level and then a severe bottleneck." This is 

not evidence of non-selective promotion, but is the product of 

the many factors that affect relative speed of promotion. The 

proposed new Regulation on promotion reinforces the principle 

of selectivity. fe) . 


Paragraphs 17, 18 and 19. Personnel management in the 
Agency attempts to be responsive to Executive and Consressional 
interest in improving intelligence analysis. We also try to: 
relate pay to value of the individual to the servicc. S 


: Paragraph 20. The directions from the White House, OMB, 
CSC and Congress are informative on the classification of positions. 


Paragraph 21. The Director, XPIC, feels this situation 
is not out of control. As a general concept, it was decided by 
the Management Committee, desnite OP rec:. ation, to stay with 
the even grades since it gave more Frowient Treserions,. 


Paragraph 23.. In 1974 the Munapencnt Cormittee, on the 
recommendation of OP, set up the Specin: Achieverent Award and the 
oF >, 58 avards have been 


Exceptional Accomplishment Averds “fo Cate, - 
approved for a total of $105,425. The bot and PCL recently 
participated in a ceremony where oe employee was awarded 97,009. 


+? 
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. Paragraph 24. The 358 is taken from the. OP Attitudinal 
Survey. Other pertinent statistics not mentioned: 34% think promo- 
‘tions are given fairly and 30% are on the fence; 62T understand the 
promotion systen; 65% say the pay is fair; and from the APP -- 26% 
_6£ the Agency is promoted annually. As noted in the beginning, the 
.Agency response on faimess of promotions is slightly better than _ 
she Govermment-wide response. If there is a problem, it is | 
Government-wide. ae, > 7 Z 
’ Paragraph 25. EEO: Discussed at 20 October EAG Meeting. fe 


New poli roceeding rather successfully. 
. ‘ ? . . e 


Paragraph 26. EEO procedures are clear. Grievance 
procedures are set forth in each Career Service Handbook. This is 
typical of guidance available to employees. Perhaps the employee 
does not absorb procedures until they have need to employ them. 
Other examples: Attitudinal Survey shows 46% of employees are not . 
aware of the Developmental Profile, 57% have not read profile 
applicable to his/her job, 49% don't know the criteria used to 

etermine rankings. Yet all information on these is published in 
the Career Service Handbooks, and their existence has been touted _ 
and touted, by notice, by bulletin and in all core courses of OTR. 


Paragraph 27. Re lengthy processing procedures ~- in. 


the early Fall of 1976, a new and momentarily successful system 


of Directorate and OP coordinators was instituted which. is 
drastically reducing processing time. 
Paragraph 29. We do. 


Paragraph 30. Inequities were set forth in the OP paper 


hich MAG is commenting on. Percentages-of promotion versus per- - , . 


centages of population are higher. Trend is correct. 


Paragraph 31. Supervisors are not as likely to elicit 
free comments as outside (OP) interviews. rag 


Paragraph 32. The whole counselling concept as published — 
jn the handbooks and practiced by the career management officers is 


signed to help this. 


Paragrapn 38. The last sentence, "Sailing any other 
chuige, we suggest that. every OiR cours: could prebably be shortened 
at least 25% and most could be shortene! 303," perhaps best sins 
up the underpinnings of the whole paper. The Attitudinal Survey, 
not infrequently queted in the MAG paper, shows SSi have received 
Auency-spousored training, 70% believe it has sade thom mor 


- . 7 4 
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effective, and 66% have adequately utilized any additional trainine 
they have acquired. ~ 
Paragraph 39, It Bee cns to be our concern also when 
"personnel concerns are a source of considerable unhappiness," and 
in every appearance by OP caresrists in trainings courses, in weekly 
and monthly career service meetings, in our discussions and meetings 
with members of other components, in our EOD briefings, at every ~ 
opportunity we are trying to cut down on that 57% who have not read 2s 
the "profile applicable to job." ° 
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26 Roril 1977 


MEMORANDUM FOR: DDCI 


DDA 
D/OS 


Management Advisory Grows (MAG) Review of . 
Agency Policy and Practices Concerning 
Hiring or Retention of Persons Involvea 
with Homosexuality or Cohabitation 


1. MAG, both as a body and with a sub-committee, has studied . 
the subject of this memo during March and April 1977. Our concern 
was to review the following points: 


a. What is Agency policy? 


b.. Is Agency policy on firm legal and scientific 
ground? 


c. Is Agency policy so formulated that it can be 
defended and enforced rationally and effectively? 


The main input to MAG was provided by Mr. Robert Gambinc, D/OS, 

in a personal meeting with MAG on 6 April 1977. Additional data 

was furnished by Mr. Ben Evans to sub-committee members. Further 
perspectives were collected from interviews and papers from Agency | 
pie bei who are specialists in the behavioral sciences, and fran. 
informal discussions with working-level security officers. Finally, 
MAC members alro drew upon their individual professional experiences. - 


2. Our general conclusion is that Agency policy and practices. 
concerning Subject as of spring 1977 are reasonable and are given 
to reasonable occasional review. MAG's understanding of the specifics 
are as fcllcws: ; 


a. Cohabitation: '’ The Agency will not accept 
cohabitation either on the part of applicants or of 
mplovees if it comes to management's attention. Three 
main reasons are cited. One is that this is also the 
policy of the Department of State and it is necessary to 
be consistent with the policy of that agency because of 
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our close association, 
R second is that the majority of our mation & 7 
do not view cohabitation as correct behavior, and thus ; 
public disclosure of instances of it would tend to ‘reflect | 
discredit on the Agency. A third reason is security. 

Legal spouses of Agency employees are subject to security . 
check, but in a case of cohabitution an Agency employee 

may well be in a relationship of ciose emotional Jae | 
with an essentially uncleared person. MAG understands 

that new applicants for employment who are cohabitating 

are advised to either regularize the relationship by 8 
marriage or terminate it; otherwise, the application will 

not be processed. Employees who come to management ; 
attention as cohabitating are counseled as to Agency policy 
against it, and advised to change their arrangement. Mr. 
Gambino informed MAG the normal experience is that employees 
cooperate when so counseled. It is not OS practice to ‘ 
go out looking for cohabitation cases nor to check up | 
further on employees counseled. D/OS points out that 
responsibility for setting and enforcing this policy be- 
longs to Agency command, and not to OS itself. This point 

is of special importance as it applies to employees 
permanently assigned to overseas posts. For these employees 
it is the Chief of Station who must articulate and enforce | 
the policy. This special case takes on added importance 

as cohabitation overseas is likely to involve foreign 
nationals, and an OS representative may not be present at | 


the post. 


b. Homosexuality: Mr. Gambino said that OS itself is 
currently preparing a study concerning the Agency's approach 
to this question. MAG takes this as a constructive sign 
that both Agency policy and implementation in this area 
are current and considered. The Agency will rot hire : 
applicants who are homosexuals. Employees who are found | 
to have become homosexuals. are counseled that such behavior 
is unacceptable and given the opportunity to resign. So 
far, according to Mr. Gambino, the Agency has not had an 2 | 
employes who waS an Open and avowed homosexual. Agency 
experience therefore is Limited to those who are covert. 
Therefore, such individuals have so far cooperated in 
a discrete termination of their employment. The reasons 
for not employing homosexuals are essentially the same as 
those for not condoning cohabitation: consistency with 


ion of discredit on the 


other agencies, avoiding reflect 
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Agency, and security. Additional reasons ar 

Primary of these is the disruptive effect of presence 
of homosexuals among heterosexuals, particularly 
operational circumstances and in travel 

psychological area is more controversial, c 
consensus among reputable professionals in the benavioral 
sciences about whether homosexuality is to be considered 

a psychiatric disorder. World-wide, this problem is com- 
plicated by the variance in local cultural values. Hovever, 
from the security viewpoint, it iS known that opposition 
intelligence services would more vigorously target an 
identified American homosexual than a heterosexual, on 
grounds that the American cultural bias would tend to make 
that person more than normally vulnerable to blackmail. 


c. Drugs: Agency policy concerning drug use by 
applicants or employees was not an original part of this 
MAG inquiry. We did find, incidentally, that it is 
essentially the same as policy covering cohabitation and 
homosexuality, and is being administered with equal 
appropriateness. Alcoholism, on the other hand, is ina 
kind of twilight zone. It seems possible that an occasional 
employee may be floating along in this state without par- 
ticular management attention, until he does something 
dramatically unacceptable while under the influence. 


3. Being generally satisfied with the current state of 
Agency policy and practice in the above areas, MAG's reconmmenda-— 
tions are few and directed toward the future: 


a. An important part of the Agency's basic position 
in not accepting cohabitation, homosexual behavior, and 
drug use is the argument that public disclosure of such 
on an employee's parc tends to reflect discredit on the 
Agency. This argument is very close to the prevailing 
standards argument currently cited in court tests of 
pornography law. Such an argument is vulnerable to social 
change and to surprise rulings by individual judges and 
courts. Therefore, regular reviews of this aspect of 
policy are in order. A. good example of this procedure 

"is the OS review of the homosexuality policy which Mr. 
Gambino stated is being prepared currently. It seems 
likely that someday the Agency will be subject to a legal 
challenge by an overt homosexual applicant and should 
be well prepared for that eventuality. 


PERRET AET ERE? 
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b. Mx. Gambino pointed out that some employees think 
that the policies discussed in this paper are the creation 

of the Office of Security, rather than of Agency management 
and command. In the particular case of the chiefs of 
overseas posts, MAG thinks it would be useful for them to 

be reminded that explanation and enforcement of this policy 
are their duty, with special reference to instances of 
cohabitation with foreign nationals. Also, ve believe that. 
OS would be helped by further senior level guidance on 

the particular situation of two staff employees cohabitating 
in the United States. Rightly, we think, OS does not use 
valuable time going out looking for instances of this, 

and when such cases become visible, OS must rely on the 
cooperation of the employees to conform. However, in the 
event such employees do not cooperate, the Agency has the 
dilemma of whether the policy is enforceable in a practical 
sense. Here again, if such a case were pushed to its limits, 
termination, a court test with surprising results might 
occur. 


ec. Within MAG, a minority opinion on the cohabitation 
matter was expressed, and MAG as a body agreed it should be 
expressed in this paper. This opinion is that no administra- 
tive action should be taken to interfere with an Agency 
Staff Employee in CONUS cohabitating with an American citizen, 


unless an OS investigation discovers a security problem 
with the other party. Reasons for this opinion include a 
concept of individual rights, and the thought that employees 
in such 2 relationship would not feel tempted to hide it 
in such a way that security was neglected. There is also, 
in this view, a concern that our current policy is rooted 
in social and cultural values which are so subject to 
change as to be weak foundations for permanent rules. 
Proponents of this view recognize that OS would be to some 
extent "burdened" by having to conduct these investigations 
and they would likely require the consent of the subjects. 


-@. For this report, MAG did not set out to study the 
question cf drugs or alcoholism as they may affect our 
employees. Thus, we are not at this moment aware of the 
extent to which Agency alcoholism, in particular, may have 
been studied. We assume that serious individual cases are 
dealt with medically and administratively as they arise, 
but we are less certain as to what would be advisable 
today in terms of an educational preventive effort. There- 
fore, we leave that as a question which addressees may 
wish to consider referring to such competent Agency 


specialists as OMS. 
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4. Finally, MAG sincerely uppreciate 
other employees to this study. Mr 
presentation was particularly helpful andr 
essential soundness of the Agency"s current a 
matters. 
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29 August 1977 


MEMORANDUM FOR: Chairman, DCI/MAG 
vas ~ Chairman, ADMAG 
Chairman, DDO MAG 
. Chairman, MAGID 
+ Chairman, DDS&T MAP 


“FROM: -. =. John F. Blake 
oat ’ . Acting Deputy Director of 
Central Intelligence 


SUBJECT: _ Feasibility of Two-Grade Promotion Policy 


REFERENCE: Memo dtd 18 Aug 77 to ADDCI via Compt fr D/Pers,. 
Te GS .,Same subj (ER 77-5578) ~- 


_1, MAG groups historically have shown a lively and proper 
interest in the personnel management policies of the Agency. One 
of the problems of Agency management has been how best to interface 

_-with. the MAG gréups.so that management can capitalize on their feed- 
back when major. personnel. policy changes are under consideration. 


2. -There.is at hand an instant.case where I believe Agency 
"management and the MAG groups cam have a dialogue on 2.preposed 
personnel policy change., -The issue involves. the Agency changing its 
‘promotional policies up to thé grade of GS-11. The attached paper 
States the issué and develops the considerations. I am somewhat 
concerned over two aspects of this policy and it is those aspects 
primarily to which I ‘invite-your attention: 


°. a. I amas equally concerned with those who currently 
hold the even-numbered grades as opposed to those in the 
.. future who: would be promoted, under this policy, on the two- 
‘grade basis. My question therefore is whether we are being 
fair, in recommendation 4.B., to those individuals currently 
holding thé even-numbered grades. 


- 
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b. The recommended policy change is for professionals 
only. This raises the question as to whether we are being 
equitable to those who are either para-professional or 
technicians and, secandly, to those in the secretarial ranks. 


"3. It would be appreciated Te you would discuss this matter | 


with your colleagues and submit your views to me by 12 September 1977. 


Pere . é 
. ra é 


John F. Blake 
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Orig - Chmn, DCI/MAG 
Xcy - Each additional addressee 
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Comptroller 
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MEMORANDUM FOR:. “Acting Deputy Director of Central Intelligence 
THROUGH; + The Comptroller*' 24 pyc 77 


FROM 0: E,W. M. Janney 
° . + .. Director of Personnel 


SUBJECT. 2.2). Feasibility of Two-Grade Promotion Policy 


ies Action Requested: Approval of recommendations that are. 
contained in paragraph 4. 


§ 


| ' 2.° Background: 

‘a, There has been a lack of comparability in promotion 
practices between CIA and DIA professionals serving together in 
the National Photographic Interpretation Center (NPIC). This 
jssue prompted a broader examination of the Agency's unique 
practice of single-grade promotions ‘in the range GS-05-11. In 
March 1977,. the Director of Personnel recommended a return to the 
two-grade promotion system for Agency professionals in the grade 
range GS-05 - GS-11. (This practice was “in effect within -the 
Agency during. the 1950's.) ‘The ‘subject was discussed by the . 
Executive Advisory Group (EAG) meeting of 10 Nay 1977, at which . 
time cost estimates were requested. At the EAG meeting ef 14 June 
1977, an additional request was levied upon the Director of 
Personnel for 2. transition plan to assure equity for professional 
employees now in grades GS-06, GS-08, and GS-10. The Office of 
Personnel drafted such a transition plan, along with cost estimates, 
that has been reviewed by the Comptroller. The essentials of that 
draft are included in this action paper. 


4 are a modification of a proposal prepared in 1969. At that time 
it was proposed that the transition be accomplished by 1) establishing 
time-in-grade guidelines for: two-grade promotions, °2) promoting to 


i , 
This decument mov 2; danwagraded when 
superated from clussitried attachment. 
, t 


| *3. Staff Position: The reconmendations presented in Section 
| 
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the next grade iumediately qualified professionals of grades 
GS-06, 0S, LO if they are in positions of higher cradle, 3) 
promoting professionals now-in the position grade of GS-06, 08, 
10 when they qualify and are eligible for promotion under normal 
procedures, and 4) promoting ‘individuals in training or newly 


hired as GS-06, 08, and 10 a single grade when qualified and 


eligible, and thereafter under the two-grade system up to GS-11. 


A weakness ih this: erieinal procedure was the outcome that 
some employees recently promoted to GS-06, 08, or 10 and then 
given the transitional promotion would have had abnormally short 
_time-in-grade over the two-grade range. This could be guarded. 
against by providing that. the transitional promotion (a single 


grade to GS-07, 09; or 11). should not follow sooner than three 


years after the promotion to the preceding odd number grade. 
The necessary exception should be made for highly ranked (first 
category) individuals who meet all other criteria for promotion. 


. Thereafter the promotion timing would be governed by the. standins 
guidance of the particular Career Service. 


‘The esai tion: cost of the transition year (FY 1978}, when 


there would be catchup ‘promotions for rofessionals graded 
. GS-06, 08, or 10,: would be an afer ms In subsequent 


years, the costs would be controlled by policy governing time- 


in-grade. If the total time-in-grade for the two-grade promotions 


is not reduced in comparison with the previous time for two 
consecutive single-srade promotions, the costs of promotion would 
actually be reduced. because of the absence of intervening (Single 


grade) promotions. On the other. hand, if the two-grade promotions 


were given as rapidly as were single-grade promotions previously 
the costs of prombtion would be increased as much = | 
according to an earlier estimate submitted.to the EAG.” We wou 
expect that the rew policy would be administered to provide for 
some compression pr the previous time for two single-grade : 
promotions but. not enough to add significantly to costs. The 
cost ' analysis is httached at. Tab A. 

3 


oe Recommendations: It is recommended that the A/DDCI: 


; . z t . ‘ nee: . : 
: A. Approve the implementing of a policy of two- grade 
promotions. for individuals occupying professional positions in 


prages GS-05, 07, and 09 effective 1 October 1977. 


B.- Implement a transition plan during FY.1978 with 


these features: 


ce mee ee 
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(1) Professional employees of grades GS-06, 08, and 
-10 who. are of grade less than the grade attached to the position 
should be promoted the first day of the fourth pay period after 
1 October 1977 provided: : 


es. 6 a. that they meet the qualification standards 
. of the higher grade,. 


| °-b. that they are recommended by evaluation 
_ bodies and approved by Director of Personnel, and 


-.b. that at least three years have lapsed since 
the previous promotion to.an odd grade (GS-05, 07, 
or 09). © e 2% 

_ (2) . Employees not meeting the three year requirement ~ 
but otherwise elipible may qualify for immediate promotion if 
highly ranked (first category) -- otherwise they will be promoted 
‘first day of the first pay period after satisfaction of tne three 
year criterion for the transition plan promotions. (Note: the 
three year criterfion is not intended to replace the time-in-grade 
“guidelines of the Career Services; it only pertains to the 
transitional prombticns.}j 


ae. (3) | Professional employées -in training or newly 
hired as GS-06, 08, or 10 should be promoted to the next grade 
-yhen it is determined by normal guidelines and procedures. that . 
they. are qualifiefl and eligible for promotion to that grade, and 
thereafter they qualify for two-grade promotions up to GS-1]. . 
: 


ibe (4) | Professional employees occupying positions 
presently graded &S-06, 08, arid 10 and bearing the grade of those 
positions will be} promoted when they qualify and are eligible for 
higher grade under normal promotion procedures. 


en oe eres the Career Services to seek to reduce the 
average time-in-grade in FY 1979 for two-grade promotions by 10 
percent from the Fy 76 combinéd lapsed time for two single-grade 
promotions (namely, an Agency average of 51 months for GS-07 to 
CS-09 and 45 months from.GS-09 to GS-11 should be y¥educed by ten 
percent, or 5 months in each casé); Time-in-grade guidelines 
should be adjusted by the Career Services, if necessary. 

} 
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; _D. Instruct the Comptroller to set aside necessary 
funding for transitional promotions during FY 78 in the amount 


ees 


Atts.° 


APPROVED st 
2 | Acting Deputy Director of | 


Central Intelligence 


DISAPPROVED: { |. 
“ Acting Deputy Director of 
Ceritral Intelligence 


BIDEN 
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_ CORHSERNTIAL 
Gost Analysis - Transition For 


eee Be There are three factors influencing costs.” These are 

@M the costs of transition (that is, inmediate promotion of many 
of the present professionals who are incumbents of grades G6, 03, 
and. 10), (2) the higher cost of a two-grade promotion as against 
_ a single-grade.promotion, and (3) the comparative frequency of 
two- grade promotions... As indicated in an earlier stucy, if the 
- two-grade promotions occur at the same frequency as the one-grade 
'  promotioris presently do, there would be a significant ‘increase in 

- costs, aS much as On the other hand, it may be argued 
that the frequency 0: promotions in the grades affected is 
controlled by. headroom in GS-07, 09, and 11 positions (as there 
are few GS-06, 08; and 10 positions for professionals) and by 
- guidelines that would compress only somewhat times-in-grade for 
two-grade promotions as compared to two single- grade promotions. 
The costs can be controlled through the time-in-grade guidance. 


.  2.. Assuming that the implementation follows the modified 

. plan recomended, it: may_be calculated that there would be a first- 

year transition cost of [__———sJabove normal promotion costs in 

’ the GS-05-11 range, but that in the second year the costs of 
promotions would actually decline Sone (7 = ee tact consesei aa 
of: time-in-grade because-of the- lesser frequency of promotions. 
For_convenience, it is assumed that implementation begins in the 
beginning of the fiscal year, therefore, many of the inmediate 
promotions required under the transition plan are promotions that 

would have occurred later in the fiscal year anyway. Further it 
is assumed that as there are only about a dozen professionals in 
the GS-05- -06 Brats: the cost analysis can concentrate on GS-07: 

to GS- i. : 


. 3. A useful starting point for analysis is provided by 

_ promotion data for FY 1976 (actually 5 quarters} given in the APP, 
Adjusted for a 4-quarters basis, the numbers of promotions of 
professional were: GS-07 to 08, 199; GS-08 to 09, 235; GS-09 to 
10, 268, and GS- 10 to 11, 305. 


‘ 4, Based on average “time- in-grade of promotees, the values _ 
per promotion are: GS- 07 to 08, 


hon Be feet ee arene! ; 
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6. In mid 1977, there were professional positicns s for the 


_ intermediate vrades in the following muabers: (5-6, J; GS-08, 
£35; GS-10, 6S. 


7. Table 1.summarizes an estimate of the cests of promotions 
for two. years, a ‘transition year and a post-transition year, under 
the one-grade and two-grade policies. Table 2 summarizes the number 
of professional oS on pas 31 May 1977 for srades GS-05 
through no 
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9 September 1977 


MSMORANDUM FOR: Mr. John F. Blake 
Acting Deputy Director of 
Central Intelligence 


FROM aes 
‘Chairman, DCI/MAG 


SUBJECT .: Comment on Study of Feasibility of Two-Grade 
Promotion Policy 


Sc 


en 


REFERENCES : A. ADDCI Memo dated 29 August 1977 
(ER 77-5598/1) 


B. Memo dated 18 August 1977 to ADDCI via 
Compt fr D/Pers (ER 77-5578) 


Ls DCI/MAG welcomes the opportunity given us by 
Mir. Blake in Reference A to comment on Reference B study of 
the feasibility of a two-grade promotion policy for grades 
GS-7 through GS-11. We understand this to be an effort to 
benefit a significant number of employees and welcome the 
Chance to participate. 


2s DCI/MAG is in general agreement that the two-grade 
promotion policy as outlined in Reference B should be adopted. 
However, we find that three changes should be made to the 
proposal to assure that its effects would be beneficial. | 


36 The first change, which we strongly urge, would be 
to Reference B Section 4C which suggests, ". . .Career 
Services. . .seek to reduce the average time-in-grade in 
FY 1979 for two-grade promotions by 10 percent from the 
FY 19576 combined lavsed time for two single-grade promotions. . ." 
Our rough analysis (see attachment) shows that a reduction of 
only 10 percent would cause the average employee to lose pay 


S Sea E 
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sent rade system. Phe average los3 
frou G5-7 to Go-3 would ximate :1,365 and from a5-3 te 
65-11 about $1,379 base aiculstions from the Gct ober i9 
pay schedule. ‘rar fine 22us to cnecx with Raterence ©. 
Section 5, Sub-pera. 3 wiich states in part. “. . .the cost 


oF prosotion would actually be reduced because of the absen 
£ intervening (single grade) promotions." This outcone 
evicently would be contrary to the intent to benefit employ 
by making a change. Therefore, PCI/MAG support for this 
proposal is contingent upon a recommendation that Office of 
Personnel revise its proposed if percent 2yerane tine-in-gr 
reduction. he estimate that a figure of 29 percent or more 
when carefully computed, would be found xore  eeuitsbie and 
wske the change worth the trouble. 


76 


3 


ce 


ces 


ade 


> 


é. NCI/MAG realizes that even if Office of Personnel 
revises its suggested percentacs, it will not assure inple- 
mentation, Thus, oa r second rectumendatian is for guidence 
te be given to conponent chiefs who receive ranking panel 
recommendations to help them assure that the target percentage 


d recomaendation relates to teference 3, 
a. 2, which suggests that transitional 
loysaes in even-numbered prades should not 
follow sooner than three years after their promotion to the 
previous odd number grade. we be lieve this is harsher than 
xisting time-in-grade cuidelines and should be changed to 
18 nORERS. 


© 


) r 
section 3, sub Mg 
pronetions fer esp 

vv 


é&, Concerning Mr. Blake's two questions in Reference 
para. 2, DCI/MAG feels as follovs: 
a. Some individual inequities say occur during 
the transition period, but the overall propesal is 
reasonable, if cur third recommendation is adopted. 


b. without more information, we can only suess 


that para- professionals, technicians, and secretsries may 
3 


be better off by being excluded. fe suspect that some 
s uployees sometines gain one-grade promations wh 
fhey might not gain tuo-crade increases. 


as nCI/HAG hopes our views will be helpful, and of 
course, recains ready tor further participation da this mat 
if necded, 


Approved For Release 2006/0 RE ERD St M00980R001700090048-3 


A, 


of 
ere 


i 
nf 
t 
: 
i 
i 
‘ 
i 
i 
: 
‘ 
: 
i 
i 
i 
t 
i 
: 


Approved For Release 2006/01/03 : CIA-RDP81M00980R001700090048-3 


SEORET = 7 


Attachment 


Comparisons of two-grade and one-grade promotions . 


dg Current DDS&T minimum time-in-grade requirements: 


GS-07 9 months 
GS-08 39 months 
GS-09 12 months 
GS-10 ° 12 months 


Ze At the fastest rate, a DDS&T could move Sroik ess 07 
to GS-09 in 18 months, and from GS-09 to GS-11 in 24 months, 
However, according to OP"s study, the Agency average time to 
go from. GS-07 to GS: 09 is 51 months, and from GS-09 to GS-11 
is 45 months. OP proposes these figures be reduced 10 percent 
in implementing a two-grade’ promotion system. In tabular form: 


. Fastest “Average: Average less 10% 
GS-07 to -09 18 mos. 51 mos. ; 46 mos. 
GS-00 toreid 24 mos. 45 mos. | 40 mos. 


ae From this table, two facts: 


a. ‘Employees moving at the Posey rate would gain 
no advantage from a -two-grade promotion system if its 


minimum time- in-grade requirements are equivalent to those 
above. 


b. Employees moving at the average rate: would gain’ 
five months of pay at oe GS-09 and | GS - 11 rates. Fespectavety: 


4. Now, a look at the pay these two ‘classes (fast and 
average) might receive under the current one-grade. promotion 
system. We will use a slightly inaccurate. assumption that the 
employee is promoted to GS-08 or to GS-10 in half-the average 
time OP says it now takes to go from GS-07 to:-09 or- ree GS - O98: 
to -ll. In tabular form: 


pastes es Average 


GS-07 to -08 9 mos. . 25.5 mos. 
GS-08 to -09 9 mos. 25.5 mos. 
GS-09 to -10 — 12 mos. . 22.5 mos. 
GS-10 to -1]1 12 mos. ‘22.5 mos. 


Sofngee nt x 
“okopep SS = 
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From this table we learn: 


a. Employees moving at the fastest rate ‘receive 
nine months of GS-08 pay on the way from GS-07 to -09, 
and twelve months of GS-10 pay between GS-09 and wa 


b. Employees moving at the average rate Houle receive 
25.5 months of GS-08 pay on the way from GS-07 to -09, and 
22.5 months of GS-10 pay between GS-09 and “il. 


6. Finally, we can compare the results ‘of these two 
tables as follows: . 


ax. . GS-07 to, =09 ‘two grade. promotion: 


1) Fastest gains nothing, Due loses nine ROPERS 
of GS-08 pay. 

2) Average. gains five months of GS-09 pay, but 
loses 25.5 months-of GS-08 pay. 


GS-09 to -1l two-grade promotion: 


1) ° Fastest gains nothing, but ‘loses twelve 
months of GS-10 pay. 
2) Average gains five months of GS- et pay, but 


loses 22.5 months of GS-10 pay. . J 
_t 


v3 Rough figures, using the October 1976 seneval pay 
schedule and referring to Seep 1 in all grades, Suggest the followi 
net loss to each employee: ; 


GS-07 to -09 ve he 
Fastest $ 930 
Average - $1,564 


GS-09 to -1ll 
Fastest - $1,427. 
Average - $i, 970 


(Note: These figures should be ieeonputed bos MAG by a. 
specialist in Payroll. ) 


8. Thus, going to a two- grade promotion pepenee while 
retaining current time-in-grade requirements, would be an economy 
measure for the Agency, but would not be -a-benefit for the 
employees affected.. If such a system is adopted for budget 
reasons, this should be frankly explained to the employces, 
without raising false hope that they will benefit by it. 


2 
CPAteer. .. 
SOECRET! 


Approved For Release 2006/01/03 : CIA-RDP81M00980R001700090048-3 


en 


Approved For Release nae : CIA-RDP81M00980R001700090048-3 


SECTER i 


GE Sike 


O Lf it 2s Honed that such a system gourd be an 
advantage to employees, then an average time-in-grade reduction 
of greater than 10 percent seems required, and should be 
calculated carefully. Even so, it is unlikely that employees 


who are moving at the fastest rate could be benefited unless 
minimum time-in-grade requirements were also reduced. 


